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00 EXECUTIVE SUMMARY

PrimeLink Sports is an international soccer development platform that delivers
elite training, education, and cultural immersion for aspiring U.S.-based players
seeking a professional alternative to the traditional college soccer route(1). This
project was initiated to enhance the current operational model and amplifying
it by creating a comprehensive go-to-market (GTM) strategy designed to
expand PrimeLink’s business-to-business (B2B) operations across the United
States. The model leverages a dual-track system that combines athletic
development with visa-accredited academic placement, enabling youth
players to access Spain’s competitive RFEF league structure while pursuing
their education abroad. 
The project focuses on bridging the U.S. grassroots and club soccer ecosystems with the
Spanish football system through strategic partnerships with schools, soccer academies,
and institutions. A robust research methodology was employed to identify six high-
opportunity U.S. states—Texas, Maryland, New Jersey, Virginia, Illinois, and Washington—
using a data-driven evaluation framework that included cost-of-living-adjusted median
income, educational attainment, and ECNL club density. A detailed SWOT analysis was
conducted for each state to guide regional strategy development. 
Texas served as the pilot market, where the research team conducted extensive fieldwork,
including outreach to clubs, player and family information sessions, scouting at
tournaments, and institutional visits. The pilot yielded strong results: expanding the reach of
PrimeLink by an estimated 1,800 players, leading to 30 potential player placements and
$160,000 in projected revenue, with an additional $14,400 in team tournament placement
revenue through partnerships with Ecuador’s Independiente del Valle. The Year 1 total
revenue of $174,400 and net operating margin of $122,900 (70.5%) will validate the
financial sustainability and scalability of the PrimeLink model. 
Projections for Years 2 and 3 demonstrate continued growth potential. With phased
expansion into additional states, the model is forecasted to achieve up to $485,000 in
annual gross revenue and $335,000 in net revenue by Year 3. These results support a
replicable and scalable business framework that aligns with both the competitive and
educational needs of elite soccer families. 
This project offers a strategic roadmap for U.S. market penetration, combining field-based
insights, financial modeling, and institutional strategy. The PrimeLink model presents a
compelling and innovative platform that connects youth soccer development with global
opportunities—positioning itself as a leader in international sports mobility. 

- 2 -

US market expansion



00
01
02
03
04
05

Executive Summary

Table of
Contents

Introduction to Primelink

Madrid The Heart of Soccer in
Europe

History and Background of soccer in
the United States

US Youth Soccer System

Developing a Differentiation
Strategy: A Tactical Framework for
B2B Market Penetration and
International Integration 

- 3-

Page 02

Page 05

Page 11

Page 02

Page 15

Page 21

US market expansion



06

07
08

Market Research: Optimization of
the B2B GTM Framework through a
targeted approach - Texas Case
Study & National Expansion Model 

Conclusion & Recommendations

References

- 3-

Page 27

Page 53

Page 55

US market expansion



1. Introduction to Primelink

1.1 What is Prime-link Sports
PrimeLink Sports was founded to address a fundamental gap in the U.S.

soccer development system; the lack of international professional pathways

for talented players aged 14 to 21(2). The company offers comprehensive

programs integrating full-time soccer training, academic study, and cultural

immersion in Madrid, Spain. Through affiliations with established Spanish

clubs such as Leganes, Sevilla FC, and its own club Union Internacional

Madrid, and educational partnerships with institutions like Universidad

Europea and Saint Louis University Madrid, PrimeLink has created a unique

ecosystem that offers a true alternative to traditional college soccer. With a

seasoned team boasting experience in both Europe and the United States,

PrimeLink offers a uniquely blended perspective that bridges continents and

cultures through soccer.

PrimeLink Sports objective is to revolutionize soccer opportunities for young

players, offering tailored programs that combine athletic excellence,

academic advancement, and cultural immersion in Madrid by providing

aspiring soccer talents with exceptional pathways to success both on and off

the field. Through their comprehensive programs, PrimeLink aims to foster

holistic development, empowering individuals to achieve their athletic and

academic goals while experiencing the vibrant culture of Madrid. Its vision is

to build a global community of soccer enthusiasts empowered to pursue their

passions while embracing diverse perspectives and experiences.

[1] (1) PrimeLink Sports – Global Soccer Development & Placement.

www.primelinksports.com. Accessed 1 June 2025.
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1.2 Mission and Vision 
PrimeLink’s mission is to recruit top-level talent from the United States and other international regions and place

them into Spain’s RFEF (Royal Spanish Football Federation) system, offering unmatched exposure to one of the

most competitive football environments in the world. Through tailored development programs in Madrid, PrimeLink

integrates elite-level training, full-season competition, and academic or vocational advancement. 

To support this mission, PrimeLink has forged strategic partnerships with globally renowned clubs, giving players

access to premier facilities, experienced coaching, and a broader talent pool that strengthens competition and

development outcomes. These partnerships not only enhance player visibility but also provide clubs and agents a

reliable pipeline of international prospects. 

By combining athletic excellence, academic progression, and cultural depth, PrimeLink is creating a new standard in

international player development. With a commitment to innovation, integrity, and excellence, PrimeLink is not just

preparing athletes for success, it is building the global leaders of tomorrow through soccer. 

1.3 History of PrimeLink Sports 
PrimeLink Sports was founded in 2023 when an aspiring group of coaches from a club in Madrid saw an

opportunity to showcase international soccer talent in the city. Driven by a deep love for football, inspired to build a

robust global football network and utilizing connections the team was able to successfully land several signings for

international players. From there they expanded, and the company has emerged as a leading facilitator of

international soccer development experiences(3). 

Founded with the aim of bridging the gap between U.S. grassroots soccer and the European professional system,

PrimeLink has managed a range of international projects for players, clubs, and organizations across the sports

industry. PrimeLink Sports is on its way to be the premier destination for soccer development, education, and

cultural immersion, its staff brings years of experience from both European and American markets, ensuring cultural

fluency and operational efficiency. PrimeLink is now poised to become the premier destination for holistic soccer

development, combining athletic performance, academic advancement, and cultural immersion. Through innovation,

integrity, and excellence, PrimeLink strives to elevate the beautiful game and enrich lives worldwide. 

Since its inception, PrimeLink has brought 15 players from different parts of the US to be part of the immersive

experience in Madrid, has now closed a further 11 players to start in 2026, and with plans to reach more than 100

players in the upcoming years. 
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1.3 Scope and structure of PrimeLink  

The organization focuses primarily on players aged 18 and above, offering customized programs in Madrid that

include training with Spanish clubs, academic pathways with universities like Universidad Europea and Saint Louis

University Madrid, and opportunities to earn coaching licenses or language certification. PrimeLink’s scope includes

player placement, tournament management, club-to-club exchanges, and strategic consulting for partner

organizations interested in global expansion. PrimeLink is now a strategic platform for soccer development,

international education, and cultural immersion. From youth prospects to post-graduate athletes, PrimeLink serves

as a launching pad for players seeking to elevate their game and broaden their global footprint. 

PrimeLink’s core services fall into two strategic domains: Business-to-Consumer (B2C) and Business-to-Business

(B2B) 

Business-to-Consumer (B2C) 

PrimeLink recruits individual players from the U.S., Latin America, and other international markets and places them

into year-round or short-term programs in Spain. These players participate in(4): 

Full-Year Residency Programs in Madrid 

Daily training with UEFA-licensed coaches 

Tactical and technical instruction 

Strength, nutrition, and recovery programs 

Full integration into the Spanish football ecosystem via the RFEF 

Academic Pathway Integration 

Partnerships with leading universities (e.g., Saint Louis University Madrid, Universidad de Europa) 

Language immersion, coaching certification, and vocational training 

Visa sponsorship via academic enrollment 

Cultural Enrichment & Player Support 

Structured housing placement, transportation, and family liaison services 

City integration programming (museum visits, language tutoring, cultural activities) 

Professional Exposure 

Matches in Spain’s RFEF league system via PrimeLink’s affiliated club 

Player video footage, performance tracking, and showcase events. 
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Business-to-Business (B2B) 

PrimeLink offers U.S. and Latin American clubs and institutions the opportunity to expand their offerings through: 

International Player Placement Partnerships 

Send players to PrimeLink on a per-season or full-year basis 

Co-branded or white-label opportunities 

Team Travel & Tournament Integration 

Bring full teams from the USA to Europe and Latin America for tournaments, training, and matches. (including

Independiente de Valle Tournaments, MAD Cup Barcelona, Donastia Cup) 

Bring full teams from Europe and Latin America to the USA for tournaments, training, and matches (including

Surf Cup, USA Cup, Dallas Invitational) 

Coaching Development and Certification 

Spanish coaching license programs 

Mentorship with RFEF staff and exposure to UEFA methodology 

Academic Institution Collaboration 

Embedding PrimeLink pathways into high schools, academies, and colleges seeking international alignment. 
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1.4 PrimeLink’s Structural Model 
PrimeLink Sports is built on an integrated, multi-tiered operational model that ensures scalability, customization, and
sustainability: 

Function  Description 

Player Scouting & Intake  Recruitment through club networks, showcases, and regional representatives across the U.S., LATAM, and Europe 

Partner Relations  Dedicated relationship managers maintain communication with academic partners, clubs, and federations 

Training & Competition  Operated through PrimeLink’s direct ownership of a club (Union Internacional Madrid) in the RFEF and use of elite facilitie

Academic Operations  Visa processing, academic placement, and educational planning managed through university coordinators 

Family Support & Onboarding  Pre-departure webinars, housing placement, local guardianship, and medical compliance 

Marketing & Media  Highlight videos, performance analytics, social media campaigns, and exposure events 

Monitoring & Advancement  Each player has an Individual Development Plan (IDP) with quarterly reviews and pathway tracking 

US market expansion
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PrimeLink’s reach is amplified through formal partnership agreements with varying organizations to provide

maximum strategic leverage and market advantage to improve ultimate delivery to the end consumers(5): 

Educational Programs 

Partnerships with certificate programs to provide visas for players entering as a player under the Primelink

brand. 

UEFA Pro Coaching License Course: Course in Spanish for players to progress through the pyramid to attain

various levels of UEFA Pro Coaching License. 

Spanish Language Certificates: Official Spanish language course for players who want to learn and be immersed

in the language, often used as a pre-cursor to the UEFA Pro course. 

Universities 

Primelink has developed strategic partnerships with top educational institutions to gain access to educational

opportunities for visas for players entering as a player under the Primelink brand. 

SLU Madrid, Universidad de Europa, La Liga Business School, EAE Business School. 

Link University (Rome, Italy). 

Futbol Clubs 

Clubs in Europe 

Sevilla FC (Sevilla, Spain) 

Leganes (Madrid, Spain) 

Masriver (Madrid, Spain) 

Peñagrande (Madrid, Spain) 

C.D. Goya (Madrid, Spain) 

R.C. Alcobendas (Madrid, Spain) 

Pozuelo de Alcorcon (Madrid, Spain) 

Clubs in Latin America 

Independiente del Valle (Ecuador) 

Clubs in the US: 

MLS (First Division Pro Soccer in the USA) 

FC Dallas, Austin FC, Inter Miami (pipeline development) 

USL (Second – Fourth Division Pro Soccer in the USA) 

Brooklyn FC, Fort Lauderdale United, El Paso Locamotive, San Antonio FC 

UPSL (Semi-Professional) 

Charleston United, Weston FC, SGA Academy 

US market expansion
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Event Integrators 

USA Cup, IVD Thanksgiving and Spring Tournament, Dallas Cup, MAD Cup Barcelona, Donastia Cup San

Sebastian. 

These relationships are central to PrimeLink’s success, ensuring consistent intake, reputable player destinations,

and brand legitimacy across key global markets. 

2.  Madrid The Heart of Soccer in Europe 
Madrid is a city where soccer passion runs deep, legendary clubs such as Real Madrid and Atletico de Madrid with

passionate fan bases that makes every match unforgettable as well as more local clubs that give Madrid the status

of soccer capital. With six professional men's teams and 1 professional women's team and 36 semi-professional and

amateur men's and women's teams, Madrid is one of the cities with strongest soccer cultures in the world. Its

dedication to the sport creates the perfect environment for players to refine their skills, learn from top talent, and be

inspired by the city’s iconic football legacy(6).

Madrid is an art and cultural mecca which offers the perfect plan for every educational need. Whether it is a year

abroad taking general classes, pursuing a full bachelor's or master's degree, taking a gap year to learn Spanish, or

enrolling in a coaching course while developing as a player, Madrid has a wide variety of options, ranging from local

courses to one of the best rated universities in Europe and the world. 

Beyond the field, Madrid blends centuries-old history with modern energy, offering historic landmarks, world-class

museums, and year- round local traditions. It’s a dynamic and exciting place to live and train. 

US market expansion
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3. History and Background of soccer in the United
States 
At the heart of Primelink Sports and the business model is the evolution of futbol better known as soccer in the

United States. Soccer in the United States has evolved significantly over the past two decades, shifting from a niche

sport to a growing industry with increasing global ties. However, the structure remains fundamentally different from

the promotion-relegation systems found internationally. Instead, it is organized into segmented divisions, from

professional leagues to amateur and youth programs, often governed by multiple entities with overlapping authority.

Unlike throughout the rest of the world, soccer (futbol) was not part of the lexicon of popular sports and culture. It

was always viewed as a niche, wealthy sport. It was not promoted inside of cities and large population areas due to

lack of field space. Additionally, competition from American Football, by far the most popular sport, has sidelined its

acceptance in the USA. 

Understanding the complexity of this structure is essential for PrimeLink Sports as it seeks to position itself within the

B2B market—offering clubs, academies, and organizations a professionalized and international extension of their

player development models. 

However, over the past two decades, soccer has experienced significant growth in popularity across the United

States. This surge is evident in increased participation rates, higher attendance at professional matches, and a

growing fan base. 
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3.1 Key metric and trends
Participation Growth 

14.1 million participants: As of 2023, approximately 14.1 million individuals aged 6 and older played outdoor soccer
in the U.S., marking an 8.1% increase from the previous year and a 23% rise since 2018(7). 
Youth engagement: Children aged 6–12 constitute about one-third of all soccer participants, with nearly two-
thirds of players under the age of 25, indicating strong youth involvement in the sport(8).

 
Professional League Expansion and Attendance 

MLS growth: Major League Soccer (MLS) has expanded from 10 teams in 1996 to 30 teams by 2025, reflecting
the league’s increasing popularity and investment. (MLS website)(9) 
Rising attendance: MLS average regular-season attendance grew from 13,756 in 2000 to 23,234 in 2024,
showcasing a steady increase in fan engagement. (Deloitte money league)(10) 
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Figure 1: Favorite Sport Among Americans 2004–2024 

Viewership and Fan Engagement 

World Cup viewership: The 2015 FIFA Women’s World Cup final attracted 26.7 million viewers in the U.S.,
surpassing the viewership of the 2014 World Series and the 2015 NBA Finals11.  
Growing fan base: In 2022, 8% of Americans identified soccer as their favorite sport, up from 2% in 2004,
indicating a significant shift in sports preferences over the years(12). 
Diverse fan demographics: Soccer fans in the U.S. are notably younger and more diverse compared to other
major sports, with 61% under the age of 45 and 40% identifying as people of color, including 30% Hispanic or
Latino(13). 
Influence of international stars: The arrival of global soccer icons, such as Lionel Messi joining Inter Miami in 2023,
has heightened interest and media coverage of soccer in the U.S., contributing to the sport’s growing popularity. 

US market expansion



These trends underscore soccer’s ascending trajectory in the American sports landscape, reflecting its expanding
reach and deepening cultural resonance. 
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3.2 The U.S. Soccer Pyramid (2025) - Professional Levels 
 

Figure 2: Professional, Semi-Professional and Amateur US Soccer Pyramid 

Major League Soccer (MLS), founded in 1996, stands as the top-tier professional soccer league in the United States
and is designated as Division I within the U.S. Soccer pyramid. Unlike most global football leagues, MLS operates under
a single-entity structure, meaning the league itself holds ownership of all player contracts, with individual teams
functioning more like franchises under centralized control. This model allows for financial stability and cost-sharing but
has also sparked debate, particularly due to the league’s closed system—there is no promotion or relegation between
divisions, which critics argue stifles competitive ambition and upward mobility for lower-tier clubs(14). 
 
Beneath MLS, the second division is represented by the USL Championship, which consists of independently owned
clubs with strong regional affiliations. The USL Championship has seen increasing investment in infrastructure and
talent, and many clubs are expanding their youth development initiatives. While not under the same central ownership
model as MLS, the USL has steadily grown its footprint across the country, offering a viable pathway for professional
play in underserved or emerging soccer markets

At the third tier, U.S. soccer is served by two distinct leagues: USL League One and MLS NEXT Pro. USL League One caters
primarily to small and mid-sized markets and has become a proving ground for clubs with ambitions of growth and sustainability.
MLS NEXT Pro, launched in 2022, functions as a reserve and developmental league for MLS franchises, providing a structured
environment for academy graduates and young professionals to gain competitive match experience while remaining within the
MLS ecosystem. 
 
Together, these three divisions reflect the evolving landscape of American soccer. However, the lack of vertical integration via
promotion and relegation continues to be a notable structural limitation, especially in comparison to European and South American
football systems where such mechanisms are central to club development and competitive equity. 
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3.3 The U.S. Soccer Pyramid (2025) - Semi-Professional Leagues and Amateur 
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While the United States Soccer Federation (USSF) does not formally recognize a Division IV, a group of semi-professional and high-
level amateur leagues are widely accepted as constituting this unofficial fourth tier in the American soccer pyramid. These leagues
play a crucial role in bridging the gap between amateur and professional soccer, offering competitive environments for aspiring
players, college athletes, and former professionals. 
One of the most prominent leagues at this level is USL League Two, formerly known as the Premier Development League (PDL).
USL League Two features 144 teams organized across 19 divisions and four conferences. It primarily caters to under-23 players,
many of whom are active NCAA student-athletes seeking to maintain match fitness and compete at a high level during the summer
months. Despite its amateur designation, the league maintains a high standard of play and offers exposure to professional scouts.
Teams in USL League Two are also eligible to compete in the U.S. Open Cup, further enhancing its competitive legitimacy. 
Another key league in this tier is the National Premier Soccer League (NPSL), which consists of approximately 75 teams distributed
across 11 conferences and four regions. Unlike USL League Two, the NPSL does not impose age restrictions, allowing teams to field
players of all ages—including former professionals, college athletes, and local standouts. It operates under the umbrella of the
United States Adult Soccer Association (USASA) and is recognized as a Tier 1 league within the USASA framework. Like USL
League Two, NPSL clubs are also eligible to qualify for the U.S. Open Cup, providing valuable national exposure. 
The United Premier Soccer League (UPSL) is among the most expansive leagues in the country, boasting over 400 teams across
30 divisions. Operating on a biannual calendar (spring and fall seasons), the UPSL introduces a rare element in U.S. soccer—
internal promotion and relegation between its Premier Division and Division I. While this is not connected to the broader pyramid, it
fosters competitive integrity and growth within the league itself. The UPSL has also gained official recognition as a National Affiliate
of the USSF, further legitimizing its role in the national soccer structure. 
NISA Nation represents another important piece of the Division IV ecosystem. Serving as a semi-professional feeder league to the
National Independent Soccer Association (NISA), it provides a launchpad for clubs aiming to move into the professional ranks. As of
2025, NISA Nation maintains active regions in the Coast and Southwest, with further expansion anticipated. By offering a
professionally operated platform with fewer barriers to entry than the fully professional leagues, NISA Nation appeals to ambitious
community-based clubs seeking upward mobility. 
Together, these leagues form a vibrant and essential part of U.S. soccer’s developmental framework. While they operate with
different structures, goals, and governance models, they all contribute to expanding access, talent development, and competitive
opportunities across the American soccer landscape(15). 
 
3.4 Regional & Local Amateur Leagues (Division V and Below)
Beyond the national-level semi-professional leagues, there exists a vibrant network of regional and state-based soccer leagues that
play a crucial role in grassroots development and competitive access across the United States. While not officially part of a national
promotion-relegation system, many of these leagues implement internal promotion and relegation structures, fostering local
competition and club development. 
One of the most storied examples is the Cosmopolitan Soccer League (CSL), headquartered in New York City. Founded in 1923,
the CSL is among the oldest operating soccer leagues in the United States. It features over 112 teams spread across multiple
divisions, including age-specific categories such as over-30 and over-40 leagues. The CSL is affiliated with the United States Adult
Soccer Association (USASA) and serves as a competitive hub for both legacy clubs and emerging amateur teams in the New York
metropolitan area. 
Another important regional league is the Eastern Premier Soccer League (EPSL), which operates throughout the northeastern
United States. The EPSL offers a highly competitive platform for ambitious amateur clubs and provides a formal connection
between various state associations and local leagues. Like the CSL, the EPSL is affiliated with the USASA and emphasizes long-
term sustainability and regional identity, making it a stepping stone for clubs seeking greater visibility or eventual elevation into semi-
professional ranks. 
At the state level, virtually every U.S. state maintains its own soccer association, which governs a range of local leagues tailored to
their specific communities. These leagues vary widely in structure, competitiveness, and reach, from recreational circuits to high-
level amateur competitions. While some may be small and community-based, others act as breeding grounds for serious clubs that
aspire to participate in national amateur competitions such as the U.S. Open Cup or even explore entry into leagues like the UPSL
or NPSL. 
Collectively, these state and regional leagues form the foundation of the U.S. soccer pyramid, offering entry points for players,
coaches, and clubs at all levels. They also represent the decentralized, community-driven ethos of American grassroots soccer,
enabling widespread participation and localized growth while connecting to broader national frameworks through affiliations with
governing bodies like the USASA. 
The professional and subsequent pyramid is fed by the US Youth soccer system, which is equally fragmented and disconnected in
its multitudes of governing bodies and lack of unified framework. 
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4. US Youth Soccer System 

Youth soccer in the United States is structured into a multi-tiered, decentralized system. Unlike many countries with a

single, vertical, unified development pathway overseen by the national federation, the U.S. youth system evolved

through competing organizations, each developing its own league infrastructure, standards, and showcase events.

This landscape is shaped by a lack of promotion and relegation system, centrality of the college recruiting pathway,

pay to play model and the dominance of private clubs and league operators.  

US market expansion



4.1 U.S. Youth Soccer Governance and League Structure
While the U.S. Soccer Federation (USSF) is the official governing body for the sport, it delegates much of youth

development authority to a variety of sanctioned organizations. These are the key stakeholders(16): 

U.S. Soccer Federation (USSF) 

Sanctions leagues and competitions 

Issues coaching licenses and player IDs 

Historically controlled the now-defunct U.S. Soccer Development Academy (USSDA) 

US Youth Soccer (USYS)

Largest national body: Over 3 million players 

State-based association structure (e.g., Cal South, NY West) 

Offers competitive leagues like the National League and Olympic Development Program (ODP)

US Club Soccer

Alternative to USYS; focuses on club autonomy and elite competition 

Sanctions ECNL, NPL, ECRL, and others

Supports club-controlled league models 

MLS & Private Leagues 

MLS NEXT is operated directly by Major League Soccer and not governed by USYS or US Club 

Clubs like Real Salt Lake or FC Dallas run their own integrated pyramid (academy to pro). 
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Figure 3: The Complexity of the US Youth Soccer System 
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Below the governance and key stakeholders there are various youth league structures. These include: 

MLS NEXT: Launched in 2020, it replaced the U.S. Soccer Development Academy and is directly operated by

MLS. It has over 130 elite clubs including every MLS Academy. Players often transition directly into MLS NEXT

Pro, NCAA or overseas. This teams emphasize long-term development- Unlike lower tiers, it’s not pay-to-play for

most academies but still expensive for independent affiliates. 

ECNL (Elite Clubs National League): Established in 2009 for girls and 2017 for boys, ECNL has become one of the

most respected elite platforms in the country. Features major college showcases and has heavy NCAA D1

recruitment presence. Clubs must meet infrastructure and coaching requirements to join. 

ECRL (Elite Clubs Regional League): A regionalized tier associated with ECNL to offer more clubs a place in the

ECNL ecosystem. Many ECNL clubs use ECRL for their B-teams or development squads. 

USYS National League: Hosted by the largest governing body in American youth soccer, it’s seen as a pathway to

National Championship Series via regional competitions. 

NPL (National Premier Leagues): Organized by U.S. Club Soccer, offering a competitive but decentralized national

platform. 

AYSO and Local Leagues: A historically significant platform with varying competitiveness depending on region.

Focused on development and participation, great for entry-level players(17). 

The following table summarizes the top youth soccer leagues in the U.S. 
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4.2 key developmental trends  that are shaping the landscape of youth soccer in the

United States
One of the most prominent features of the current system is the “pay-to-play” economic model, in which families are

often required to spend between $5,000 and $10,000 per year to participate in competitive club soccer. These fees

typically cover coaching, travel, tournaments, uniforms, and facility usage. While this model helps sustain many youth

clubs financially, it also presents a significant barrier to entry for low- and middle-income families, often excluding

highly talented players who cannot afford the financial burden. As a result, the current system risks overlooking a

large pool of elite potential simply because of economic limitations. 

Another pressing issue is the lack of a unified development pathway. Youth soccer in the U.S. remains fragmented

across multiple governing bodies—US Youth Soccer (USYS), US Club Soccer, and Major League Soccer (MLS)—

each with its own league structures, standards, and player pathways. This fragmentation results in an absence of

vertical integration, meaning there is no single, streamlined route for a player to progress from early youth levels (U8)

to the professional ranks. The absence of alignment across the system leads to confusion among players and

families, and makes long-term planning and scouting more difficult. 

At the same time, the rise of college showcase events has significantly shaped how players are recruited and

identified. Elite leagues such as ECNL, MLS NEXT, and NPL each host their own dedicated showcase tournaments,

where college coaches and scouts evaluate potential recruits. The increasing integration of video analysis and

digital scouting platforms like Trace and Veo has expanded accessibility and allowed players to share performance

footage more widely. These tools have democratized exposure to some extent, especially for players in remote

regions or smaller markets, but they also add to the financial and logistical burden placed on families and clubs. 

Finally, the trend toward early specialization is becoming more prevalent, with many players encouraged—or even

required—to train and compete in soccer year-round by the ages of 10 to 12. While this can accelerate technical and

tactical development, it also contributes to increased risk of burnout, overuse injuries, and diminished long-term

enjoyment of the sport. Critics argue that such early commitment to a single sport limits holistic athletic development

and may ultimately reduce the number of players who reach their full potential or remain in the game long-term(18). 

Taken together, these trends illustrate a youth soccer ecosystem in the U.S. that is rich with opportunity but also

fraught with systemic challenges—particularly around accessibility, pathway clarity, and player well-being.

Addressing these issues will be critical for any organization seeking to provide a truly inclusive and effective

development platform. 
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4.3 College Soccer the NCAA Dilemma 
The main goal for many youth players and US families supporting them is not to become a professional player. The

main goal is to access elite education opportunities for scholarships. However, the landscape has drastically

changed in the NCAA and soccer in particular. This has led to a drastic increase in players and families seeking

opportunities overseas. 

This is in combination with a more challenging landscape in the way that the NCAA has managed sports overall, and

some challenges specific to college soccer. 

Implementation of Roster Caps 

In response to the House v. NCAA settlement, the NCAA has introduced a cap limiting Division I men’s soccer

programs to a maximum of 28 players starting in the 2025–26 academic year. This measure aims to manage

financial distributions to athletes but inadvertently reduces available roster spots for incoming players. 

Increased Utilization of the Transfer Portal 

The NCAA Transfer Portal has become a prominent tool for college coaches, allowing them to recruit experienced

players from other programs. This trend diminishes opportunities for high school athletes, as coaches often prefer

seasoned players who can make immediate impacts.  

Rise in International Player Recruitment 

U.S. college soccer programs are increasingly recruiting international players, attracted by their advanced technical

skills and competitive experience. This influx intensifies competition for roster spots, making it more challenging for

domestic players to secure positions. 
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Financial Constraints and Program Reductions 

The financial implications of the NCAA’s $2.8 billion antitrust settlement have led some institutions to reevaluate their

athletic offerings. Non-revenue sports like soccer face budgetary pressures, potentially resulting in reduced

scholarships or program cuts. 

All of these changes have diminished opportunities for high school athletes as they now face increased competition

and fewer openings in collegiate teams than ever before. This decrease in opportunities has also led to more

accelerated recruitment timelines, with coaches wanting to expedite recruitment processes, leaving high school

athletes no time to fully explore all their options they may have. Finally, non-scholarship athletes have even fewer

chances to reach these levels, leaving them with an unclear future. 

Given these evolving dynamics, high school athletes and aspiring college soccer players should have more time to

explore alternative pathways, considering opportunities in lower NCAA divisions, NAIA or junior colleges that offer

more accessible routes to fulfill their dreams(19).  
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In a globalized sports ecosystem, the ability to build scalable, cross-border development pipelines is not just a

competitive advantage, it is a necessity. This chapter focuses on the project work done by the team which proposes

a strategic, business-to-business (B2B) go-to-market (GTM) framework for PrimeLink Sports aimed at embedding

the company as a transatlantic bridge in the soccer development landscape. 

After a business overview and complete strategic framework overview of Primelink Sports, the opportunity to

develop a novel B2B framework became increasingly apparent. Once the overall landscape of business operations

was understood the overall strategy for the project started to develop. The goal of this project is to construct a

framework to build a long-term ecosystem of mutually beneficial partnerships. This ecosystem spans professional

clubs, youth academies, and educational institutions, and is designed to support the movement of players, teams,

and opportunities between the United States and Spain. The goal is multi-faceted: 

To export U.S. and LATAM talent into the Spanish football system via educational visas, club placement, and full-

season development; 

To offer U.S. and LATAM partners international exposure and access to tournaments and players normally not

within their ecosphere; 

To import European players into U.S. competitions, academic exchanges, and showcase opportunities; 

To offer European teams international exposure and access to tournaments and players normally not within

their ecosphere. 

5. Developing a Differentiation Strategy: A Tactical
Framework for B2B Market Penetration and
International Integration  
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This projects framework is deliberately modular, designed to lower operational costs while maximizing strategic

value. It fosters vertical integration (from youth to pro) and horizontal collaboration (club to club, country to country).

This model offers clubs a new form of value: not just internal development, but international validation and external

opportunity. In order to accomplish this a multifaceted strategy was developed: 

Conduct an overall market assessment on US soccer. 

Review Primelink Sports competitive advantage. 

Develop deliverables for Primelink and partners which capitalize on the competitive advantage and shows

partners where partnership with Primelink offers differentiation. 

Market Research. 

Implementation Strategy. 

Development of a cost effective customer contact framework pilot. 

Lifecycle sustainability and replicability plan. 

Analysis of results of pilot. 

Re-work of any identified holes from pilot. 

Deliverable and Advantages for Primelink and Partners 

Despite widespread participation, the U.S. soccer ecosystem struggles to convert grassroots participation into

professional opportunities. The college system, once the dominant pathway, is now viewed as insufficient for top-

tier talent. Families often face high costs, limited scouting exposure, and a lack of international validation. PrimeLink’s

model is uniquely positioned to address these structural inefficiencies by offering direct integration with European

competition and education systems. 
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PrimeLink Sports targets a key market gap: players between 16–21 who are elite enough to grow but underexposed,
overlooked by NCAA D1, or uninterested in the domestic model. PrimeLink provides: 

European-style development 
Academic options for visa acquisition 
Weekly competition in the Spanish RFEF 
Game footage and mentorship 
A scalable B2B model for clubs to offer this pathway to their players

5.1 Competitive Analysis 
Opportunity 
The U.S. youth soccer ecosystem is robust in participation but fractured in delivery. While more than 3 million players
are involved in organized youth soccer annually, the system's lack of integration with professional global football, pay-
to-play barriers, and limited post-high school options for players outside NCAA pipelines leave substantial gaps.
PrimeLink Sports is uniquely positioned to capitalize on these weaknesses by offering an international development
pathway that combines elite training, competitive match exposure, and academic or coaching certification, all based in
Madrid, Spain(20). 

Market Gaps and Systemic Weaknesses :
Fragmented League Ecosystem: The U.S. has multiple elite youth leagues (MLS NEXT, ECNL, ECRL, NPL, USYS)
with inconsistent standards. PrimeLink serves as a unifying post-league destination for players across all systems,
offering clubs a B2B partner to facilitate international experiences. 
College-Centric Model is Limiting: NCAA D1 soccer offers limited roster spots and a compressed season.
PrimeLink provides an international alternative or complement, especially for players aged 17–21 who still seek
development opportunities. 
Lack of Authentic Competitive Experience: U.S. leagues lack professional match simulation. PrimeLink offers
access to Spain’s RFEF system with weekly fixtures, match footage, and high-level tactical exposure. 
Access Barriers and Cost Fatigue: High costs in U.S. youth soccer do not guarantee opportunities. PrimeLink
reframes program fees as investment in career progression with optional scholarships and value-added
education. 
No Clear Exit Path After High School: Thousands graduate annually with no future playing plans. PrimeLink offers
gap year and structured 1–2 year programs for development abroad. 
Club Directors Want More, But Lack Bandwidth: Many directors want to offer European exposure but lack time or
resources. PrimeLink provides white-label international placements and handles logistics end-to-end. 

- 23 -
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5.2 Target Customer Profiles 
PrimeLink Sports operates within a nuanced segment of the global football ecosystem, offering tailored pathways to
players and institutions that have historically lacked access to international-level development. Below are the key
customer segments that PrimeLink targets: 

ECNL/ECRL/NPL Club Directors 
Club directors at the ECNL, ECRL, and NPL levels are often responsible for overseeing the long-term development of
dozens to hundreds of players. While many of these clubs have built robust domestic reputations, few possess the
infrastructure, staffing, or international contacts required to expand their offerings beyond U.S. borders. These
directors are highly receptive to trusted international placement partners who can extend the value proposition of their
club without requiring additional operational burdens. 
PrimeLink provides these types of clubs, a direct pathway to elite competition with academic sponsorship, housing,
training in Madrid, becoming an additional opportunity for their players with little to no operational extra work
. 
Parents of High School Seniors 
For many U.S. families, youth soccer is not just a sport. It’s a long-term investment aimed at unlocking professional
opportunities. These parents become increasingly frustrated by the decreasing number of college soccer
scholarships, the rise of international recruitment into NCAA teams, and the lack of post-club options if their child isn’t
committed by age 16. These parents need more clear and exciting post-youth soccer options, seeing a clear and
measurable return on their investment in youth soccer. 
PrimeLink offers families a different but exciting opportunity, offering an academically integrated soccer experience
with direct RFEF competition, full-time mentorship, and a safe living environment, PrimeLink transforms a young
player’s transitional year into a launchpad for future college or professional options, with global visibility and life-
enriching cultural immersion. 

Post-Grad Players (Ages 18–22) 
Every year, thousands of U.S. players age out of club or high school systems without securing a college soccer offer
or professional opportunity. This group often includes talented players that develop "late”, overlooked players, or
those who chose to take a non-traditional path. Many still possess the desire, talent, and drive to pursue soccer but
lack a structured pathway to do so. These players need competitive training and playing environment to continue to
develop their skills, a second chance to re-enter the US Soccer System. 
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PrimeLink is ideally positioned for these players, offering developmentally rich environments in Madrid that feature

RFEF-level competition, UEFA-licensed coaching, and optional academic progression (language school, coaching

license, etc.). These players can use PrimeLink to build or reboot their athletic portfolio, often making themselves

more attractive to U.S. colleges, scouts, and international teams. 

College Soccer Transfers (D2, D3, NJCAA) 

Most college soccer players compete at the Division II, Division III, or junior college (NJCAA) levels. Many of these

athletes are skilled and committed, yet they are disconnected from visibility, next-level coaching, or international

scouting opportunities. With NCAA changes limiting roster sizes and emphasizing transfer recruitment, these

players often feel stuck. These players need a better exposure than their current programs offer, with better

coaching and competition to boost their skills and improve all around; an alternative pathway to extend their soccer

careers post-graduation or through transfer. 

PrimeLink offers these athletes a chance to rise above their current ceiling, placing them in full-season development

programs in Madrid where they can sharpen their skills, compete weekly, and be evaluated by a new network of

coaches and scouts. Whether they aim to reclassify, transfer, or shift into coaching or international play, PrimeLink

provides a structured and prestigious way forward. 

At the core of this projects B2B strategy we developed a suite of tailored partnership models—designed to meet

clubs, schools, and academies where they are, regardless of size, geography, or player base maturity. Each B2B

relationship is structured through formal agreements, with clearly defined tiers: 

Referral Affiliates (independent clubs and high schools): Offered access to PrimeLink’s programs in exchange

for marketing support and referrals. These partners receive revenue share for every successful placement and

access to branded materials and webinars. 

Development Partners (ECNL, NPL, and top-tier ECRL clubs): have access to referral affiliate opportunities as

well as engaging in joint programming such as co-hosted tournaments and showcases, training experiences in

Spain, and player assessment events. Development Partners are positioned as regional leaders with

international exposure capacity. 

Strategic Alliances (USL and MLS NEXT Pro clubs, plus Spanish academies): Similar benefits to both below,

plus fully embedded partnerships involving bi-directional player exchange, staff collaboration, scouting synergy,

and tournament participation. These alliances function as the backbone of the PrimeLink international

ecosystem. These partnerships have a credibility multiplier by giving Primelink the competitive advantage of

other companies operating in the same business space by offering EU players a pathway directly to

professional soccer in the US. 

Central to the value proposition created from this project is giving PrimeLink the ability to move players both ways.

The company’s owned club, Union Internacional Madrid, competing within the Royal Spanish Football Federation

(RFEF), serves as the anchor institution for inbound U.S. talent. Placement options expand through affiliate clubs in

Madrid and throughout Spain. 
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U.S. and LATAM ➝ Spain: 

Players aged 14–22 are recruited from ECNL, NPL, high school, and college environments. 

Academic visas are secured through partnerships with language schools, universities, and coaching institutions. 

Players are enrolled in year-long development programs that integrate training, competition, language

acquisition, and cultural immersion. 

Spain ➝ U.S. and LATAM: 

Spanish players are offered exposure to the U.S. and LATAM collegiate and semi-professional environments

through: 

Summer or academic-season showcase events 

ECNL or NPL club placements 

International tournaments and U.S. training camps 

This outbound model supports Spanish club development and deepens scouting networks in both markets. 

This dual-mobility framework developed from this project positions PrimeLink as the only player in the market

offering reciprocal development, not just export-focused programming. 

To enhance credibility and engagement, PrimeLink has prioritized the integration of international tournaments into

its service offering. These marquee events serve as branding, scouting, and player benchmarking platforms. 

In Spain: 

PrimeLink will place U.S. teams in elite youth tournaments such as the MIC (Mediterranean International Cup),

Donosti Cup, and the Madrid Youth Cup. 

These tournaments attract scouts from La Liga, Segunda División, and international academies. 

In the U.S.: 

PrimeLink will serve as the tournament logistics partner for incoming Spanish teams participating in the Target

USA Cup, Surf Cup, and college showcase events. 

Joint activation events (coaching seminars, friendlies, networking mixers) will strengthen club relationships and

branding visibility. 

By owning the logistics, coordination, and marketing of these experiences, from the work done in this projec

PrimeLink becomes a turnkey international tournament partner, lowering barriers for both U.S. and Spanish clubs to

participate. 

A key component of the B2B approach developed within this project for Primelink is cost-efficient, high-touch

activation. Rather than building a permanent U.S. footprint, this project adopted lean model using a B2B targeted

campaigns that provide high value, high reward for minimal investment. This was done through thorough market

research. 

 Marketing efforts will be concentrated around key soccer lifecycle moments: 

Tryout seasons (April–June, November) 

Graduation and gap year decision periods (May–August) 

College recruiting cycles (January showcases, summer ID camps) 

US market expansion



- 27 -

Marketing tools will include: 
Email campaigns tailored to club directors and parents. 
Co-branded brochures and player pathway diagrams. 
A library of testimonial videos and case studies. 
Webinars co-hosted with U.S. partner clubs, targeting high school seniors and post-grads. 
 
This multi-touch approach builds trust and visibility at the grassroots level while maintaining brand consistency and
messaging control.

6.  Market Research: Optimization of the B2B GTM
Framework through a targeted approach - Texas Case
Study & National Expansion Model 
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Methodology & Research Design Justification 

In order to facilitate the ability for Primelink Sports to reach the highest number of B2B customers a market

research study was at the center of this project. The methodology employed in this strategic analysis centers

around two primary indicators to assess regional suitability:  

socio-economic status score  

elite youth soccer density (specifically ECNL club distribution) 

access to advanced education 

These variables were chosen due to their direct correlation with PrimeLink’s target clientele families with financial

capacity, access to elite soccer infrastructure, and openness to academic-focused international programs.

Ultimately, this market research will go to building a youth club database. 

 

Why These Metrics Were Selected 

The selection of research metrics was grounded in their strategic relevance to the PrimeLink Sports business

model and the unique requirements of international player placement. First, socioeconomic status based on cost-of-

living-adjusted median household income was used to ensure an unbiased comparison of true purchasing power

across different US states. By accounting for regional differences in expenses, this metric offered a more accurate

view of a family’s capacity to invest in international development programs, beyond what nominal income alone

could reveal. 

Second, the density of ECNL (Elite Clubs National League) programs was incorporated as a direct measure of

youth soccer infrastructure and competitive readiness. ECNL is widely regarded as the top tier of youth soccer in

the United States, and its presence serves as a reliable indicator of both talent concentration and organizational

maturity within a region. 

Lastly, educational attainment was included to evaluate the alignment between a region’s academic culture and

PrimeLink’s visa-dependent placement model. Because the pathway to Spain involves enrollment in academic

institutions that can sponsor student visas, it was essential to prioritize states where families place a strong

emphasis on higher education and are more likely to view academic integration as a valuable complement to

athletic development. 
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Benefits to the Research Project 

The selected research methodology offers several significant benefits to the overall project. By relying on

quantitative and demographic data, the study establishes a strong, evidence-based foundation for identifying and

prioritizing target states for expansion. This data-driven approach ensures that decisions are not made based on

assumptions or anecdotal evidence but are instead guided by measurable indicators that reflect real market

conditions. 

Furthermore, the alignment between the research framework and PrimeLink’s broader business objectives

strengthens the strategic coherence of the project. By focusing on variables that capture both economic capacity

and youth soccer infrastructure, the research ensures that expansion plans are tailored to regions where both supply

and demand factors are favorable. 

Finally, this methodology creates a meaningful intersection between sports business, education policy, and

international development. It addresses not only athletic potential but also the academic and regulatory frameworks

necessary for international placement. As a result, the project serves as a model for how cross-sector collaboration

can be used to build sustainable, globally integrated sports programs. 
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6.1 Primelink Sports SWOT Analysis 
In order to best facilitate a robust market research and implementation strategy a SWOT analysis was done on

Primelink Sports to recognize any weaknesses in potential market strategy. 

Strengths:

PrimeLink Sports exhibits several key strengths that distinguish it within the youth soccer development space. Chief

among these is its holistic approach to player development, which integrates athletic training, academic

progression, and cultural immersion. This multifaceted model not only supports player performance on the field but

also nurtures personal growth and adaptability critical qualities for young athletes transitioning into international

environments. 

Another significant strength lies in the company’s ability to directly place players into the Spanish RFEF (Royal

Spanish Football Federation) from La Liga, through the lower regional divisions through educational visa pathways.

This ensures a legal, structured, and sustainable route for international placement, which is essential for long-term

scalability and institutional credibility. 

PrimeLink’s affiliation with Union Internacional Madrid further enhances its value proposition, offering players

authentic exposure to league competition in Spain. This affiliation is a major differentiator from other programs that

may offer training experiences but lack competitive integration. 

Additionally, PrimeLink benefits from a well-established global network that spans Spain, the United States, and

Latin America. This network supports player scouting, partnership development, and alumni engagement across

multiple regions. 

Finally, the company provides a compelling alternative to the traditional U.S. college soccer route. By offering players

a pathway that focuses on professional aspirations within a global context, PrimeLink appeals to a growing segment

of athletes and families seeking international exposure and long-term development opportunities beyond the

confines of the NCAA system. 

Weaknesses:

Despite its promising model, PrimeLink Sports faces several internal weaknesses that may impact its ability to scale

effectively in the short term. As a relatively new brand, the company currently has limited recognition within the

highly competitive U.S. soccer market. This lack of brand awareness can present challenges when establishing

credibility with clubs, schools, and families unfamiliar with its offerings or international placement pathways. 

Another notable vulnerability lies in the company’s reliance on academic partnerships to facilitate visa issuance.
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 The current operational model depends on sustained relationships with educational institutions that can sponsor

student visas, meaning that any disruption or change in these partnerships could directly impact the company’s

ability to place players in Spain. This dependency introduces a degree of operational risk that must be carefully

managed. 

In addition, PrimeLink’s lean organizational structure, while efficient, may constrain its capacity to expand across

multiple geographic regions simultaneously. With limited staff overseeing outreach, program delivery, and family

support, the company may face challenges in scaling its services while maintaining quality and consistency. These

weaknesses underscore the importance of strategic hiring, institutional partnerships, and brand development as the

company seeks to grow its footprint in the U.S. market. 

Opportunities:

PrimeLink Sports has several promising opportunities that can be leveraged to accelerate growth and deepen its

market presence. One of the most immediate avenues lies in targeting high-income regions in the United States that

are home to ECNL and MLS Next programs. These areas not only offer a dense concentration of competitive youth

soccer talent but also represent communities with the financial means to invest in international development

opportunities for their children. 

Additionally, there is significant potential in launching short-term and summer programs in collaboration with elite

partner clubs and academies. These offerings can serve as an accessible entry point for families who are interested

in international placement but may not yet be ready to commit to a full-year program. Such programs can also help

generate awareness and build trust through hands-on experiences. Another key opportunity is the development of a

formal alumni network and structured referral system. As former players transition into college, professional, or

coaching roles, they can become powerful brand ambassadors and recruitment channels, helping to grow

PrimeLink’s reach organically. 

- 31 -
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Finally, there is considerable value in expanding partnerships with schools and clubs to create turnkey recruitment

pipelines. By offering a seamless package that includes training, education, visa facilitation, and housing, PrimeLink

can position itself as a one-stop solution for player development, reducing barriers for clubs and families while

strengthening its role within the ecosystem. 

Threats:

While PrimeLink Sports is well-positioned for growth, several external threats could pose challenges to its long-

term success. One of the most significant is the presence of established competitors offering similar international

soccer experiences. Many of these programs have been operating for years and benefit from legacy branding,

entrenched relationships, and broader name recognition, particularly among clubs and families that are cautious

about trying newer models. 

In addition to market competition, PrimeLink must navigate the complexities of international visa and immigration

policy. Because the company’s placement model relies on academic institutions to sponsor student visas, any

regulatory changes—whether in Spain or the United States—could directly impact player eligibility and disrupt the

program pipeline. These policies are subject to shifts in political climate, bilateral agreements, and institutional

enforcement, making this a critical area of ongoing risk management. 

Economic volatility also presents a notable threat. The financial investment required for international placement,

including travel, tuition, and program fees, makes affordability a key concern for families. During periods of

economic uncertainty, discretionary spending on extracurricular or international programs is often among the first

to decline. As such, PrimeLink must remain vigilant in pricing strategy, financial aid offerings, and value

communication to mitigate the effects of macroeconomic fluctuations. 

Differentiation Strategy 

PrimeLink Sports stands out in the international soccer development space through its fully integrated model. The

company does not simply offer training opportunities abroad; instead, it creates a seamless experience that

bridges elite football training, academic advancement, and cultural immersion. The foundation of this model lies in

long-term development, not short-term exposure trips, and in building a player's future both on and off the pitch. 
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Key Differentiators:

Visa-secured placements via partnerships with academic institutions. 

RFEF league competition through Union Internacional Madrid. 

Customized programs: degrees, coaching licenses, language immersion. 

Exclusive summer residencies with Sevilla FC and Leganes. 

Dedicated support system for logistics, development, and alumni tracking. 

Direct access to underserved markets: ECNL, non-D1 players, club programs. 

6.2 CANVA BUSINESS MODEL
 From this SWOT analysis a canvas business model was developed for this project to determine ultimate value

proposition. 

- 33 -
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Key Partners

Cost Structure

Key Activities

Key Resources

Value
Propositions
PrimeLink’s value lies in its ability to
offer a holistic development
experience. Players are not only
immersed in elite football
environments, but are also enrolled
in academic programs ranging from
university degrees to coaching
licenses and language certifications. 

Revenue Streams

Channels

Costumer
Relationships
PrimeLink emphasizes high-
touch onboarding with players
and families
Provides ongoing support in
both Spain and the U.S., with
regular reporting
PrimeLink fosters deep, long-
term relationships that extend
beyond a single placement.

Costumer
Segments

Benefits: 
Ensure a reliable
academic pathway that
complies with visa
requirements and
supports player
development off the
field

Spanish accademic
institutions: Universidad
Europea, Saint Luis
University and La Liga
business school
Football clubs
throughout Spain and
Latin America

 Academic and club
partnerships
Highly trained coaching and
administrative staff
Visa-compliant program
structures
Access to elite facilities in Spain
and Latin America

 Scouting 
Academic and visa placement

Training and competitive play
Family onboarding and support
services
execution of business
development campaigns
targeting U.S.-based institutions

Personnel and staffing in both Spain and the U.S to support operations and program delivery
Marketing and outreach including digital campaigns, showcase participation, and on-site travel
Program logistics, such as housing, food, and transportation
Institutional partnership fees related to academic and facility access
Tournament support, including player travel and club coordination

CRM-based lead generation
and pipeline management
Presence at youth
tournaments and industry
events.

Youth Players (Ages 14–21)-The
core target segment consists of
aspiring athletes 
Families who values both
athletic and accademic growth

U.S. Clubs and Academies-
Looking to expand their
development offering 
Scouts and Agents-Interested in
streamlined access to talent
Coaches-Seeking international
certifications or post-career
placement opportunities

Player placement fees, charged directly to families or through academic institutions
Coaching licensure programs, for professionals pursuing European certifications
Team and tournament placements, including a placement fee for international events
Short-term programs and summer camps, offering training and cultural immersion
Consulting and partnership services, particularly for U.S.-based clubs seeking global expansion

Direct partnerships with U.S.-based
soccer academies and schools
Digital marketing campaigns
targeting both parents and players
Information sessions and
showcases across key target states.
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6.3 Core Value Drivers 
Integrated Development Model 

Combines year-round elite training, competitive match play, formal education (including university degrees, coaching

certifications, or language immersion), and structured cultural adaptation—ensuring both athletic and personal

growth. 

Professional Pathway Access: 

Provides direct entry into Spain’s RFEF league system through Union Internacional Madrid and clubs from La Liga at

the top of the Spanish soccer pyramid, through the regional divisions, giving players authentic exposure to the

European football ecosystem. 

Visa-Secured Educational Placement: 

Streamlines the immigration process via academic pathways, reducing barriers to entry while promoting long-term

stability and personal development. 

Alternative to U.S. College Soccer: 

Serves as a strategic solution for players overlooked by Division I programs or seeking a more globally relevant

route to professional soccer. 

Global Network of Opportunity: 

Leverages deep relationships across Europe, the U.S., and Latin America to open reciprocal opportunities for player

movement, scouting, and club collaboration. 

Support-Driven Ecosystem: 

Delivers full-service logistical support, player monitoring, alumni tracking, and parental engagement—ensuring trust,

safety, and continuity. 
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PrimeLink Sports creates value for a diverse group of stakeholders across the global soccer ecosystem, each with
distinct needs and motivations. At the core of its mission are aspiring players between the ages of 14 and 21 who
are seeking elite development opportunities beyond the conventional U.S. pathways. These individuals are often
driven by professional ambitions and are eager to immerse themselves in a high-performance, international
environment that offers both competitive exposure and personal growth. 
Equally central to the model are the families of these young athletes. Parents are not only investing in their children’s
athletic futures but are also seeking pathways that are educationally enriching, culturally immersive, and safe.
PrimeLink addresses these concerns through structured, visa-compliant programs that combine soccer training
with formal academic options, housing, and support services. 
U.S.-based soccer clubs and academies also benefit from PrimeLink’s offerings. Many are looking to broaden their
reach through overseas partnerships, provide team-based residency experiences, or offer their players dual-
career development options that combine education and elite sport. PrimeLink facilitates these goals by acting as
a bridge between American clubs and Spanish institutions. 
For scouts and agents, PrimeLink represents a valuable entry point into new markets. By delivering pre-vetted and
professionally monitored talent in Spain, the company helps these professionals reduce scouting risk and
accelerate the evaluation process, ultimately improving talent acquisition pipelines. 
Finally, PrimeLink serves coaches who are looking to expand their post-playing or post-domestic career
opportunities. Through European coaching licensure programs and placement support, the company enables
coaching professionals to advance their credentials and broaden their impact within the global football landscape. 
The U.S. soccer ecosystem is rapidly expanding, yet remains structurally disconnected from global competition.
PrimeLink Sports fills this gap by providing scalable, turnkey solutions that enable American talent to compete and
develop within the global football system—not just visit it. 

 
6.4 Market Research Methodology 
The market research for PrimeLink Sports was designed to establish a structured, data-informed foundation for
the company’s expansion into the U.S. youth soccer ecosystem. Given the business model’s reliance on cross-
border player placement via educational visas, the methodology prioritized both quantitative analysis and
qualitative field research. The goal was to identify high-potential markets that aligned with PrimeLink’s mission of
delivering holistic player development, combining elite training, academic pathways, and international exposure. 
The research followed a four-stage methodology with a final fifth expansion phase: 
Stage 1: Market Identification Through Socioeconomic and Sports Infrastructure Indicators 
The first stage of the research focused on identifying states that presented optimal conditions for international
soccer placement programs. Using data from the U.S. Census Bureau, ECNL (Elite Clubs National League), and
state-level education reports, each state was evaluated based on a weighted scoring system using three core
variables: 

Cost-of-Living Adjusted Median Household Income – This allowed the team to assess true purchasing power
within each state, ensuring that identified markets had families with the financial capacity to invest in
international education and athletic development programs. 
ECNL/MLS Next Club Density – These clubs represent the highest competitive tier of youth soccer in the
United States. Their presence signals strong local infrastructure, access to highly motivated athletes, and a
culture of performance development—all of which are critical for PrimeLink’s placement model. 
Educational Attainment – The percentage of the population with a bachelor’s degree or higher served as a
proxy for academic emphasis and openness to visa-related education pathways. Higher educational
attainment also correlates with increased parental investment in structured extracurricular opportunities. 

This scoring model produced a shortlist of six strategic states: Texas, Maryland, New Jersey, Virginia, Illinois, and
Washington and the results are as follows. 
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Evaluation of Target States: 

 
To ensure accurate, unbiased comparisons of economic opportunity across different U.S. states, PrimeLink Sports
applied a cost-of-living-adjusted income methodology as part of its market research. Rather than relying solely on
nominal median household income, which can be misleading due to regional price disparities, the analysis adjusted
each state’s income level based on its relative cost of living. 
The adjustment formula is as follows: 
COL-Adjusted Income = Median Household Income ÷ (Cost of Living Index ÷ 100) 
 
In this formula, the median household income represents the nominal income reported for each state, typically
sourced from U.S. Census data. The cost of living index reflects the relative expense of residing in that state, where a
score of 100 represents the national average(21).
By dividing the median income by the cost of living index (expressed as a proportion of 100), the result is a
standardized figure that reflects how much purchasing power a household truly has in a given state. For example, a
state with high nominal income but a much higher cost of living may offer less real economic opportunity than a lower-
income state with a more affordable lifestyle. 
Example Calculation: Maryland 

Median Household Income = $91,431 
Cost of Living Index = 111.8 

This means that $91,431 in Maryland has the same purchasing power as about $81,781 in a state with average U.S.
living costs(22). 
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Why This Matters for PrimeLink Sports :

When selecting target markets based on income, using COL-adjusted income helps identify communities where

families may have more discretionary income to invest in international soccer programs, even if their nominal income

appears lower. 

Stage 2: Stakeholder Mapping and Qualitative Outreach:

Once the geographic priorities were established, the research shifted to identifying and engaging key stakeholders

within each state. These included Directors of Coaching (DoCs) at ECNL and MLS Next clubs, admissions

coordinators at F-1 visa–eligible academic institutions, and athletic directors at private high schools. Using the data

from our model we were able to develop a database in Texas with over 44 clubs. Outreach methods included email

campaigns, virtual information sessions, and in some cases, in-person meetings with club leadership and school

administrators. 

The objective of this phase was twofold: first, to validate the interest and feasibility of partnerships with PrimeLink;

and second, to collect qualitative insights into how clubs and schools view international player development models.

Stakeholder feedback helped refine messaging, adjust the service offering, and identify logistical concerns that

would need to be addressed in operational planning. 

Stage 3: Market Pilot in Texas: 

Texas was selected as the initial pilot market due to its high ECNL club density, large geographic reach, and

favorable income-to-cost-of-living ratio. Over a three-month period, our team initiated contact with all clubs

developed in our database, delivered marketing materials, scheduled an in person trip and itineary for Primelink staff.

Ultimately, driving engagment with clubs throughout Texas to drive partnership facilitation. 

Throughout the pilot, data was collected on operational costs, contact conversion rates, and number of

partnerships. This provided a live test case for both the market strategy and program delivery model. 

Stage 4: Financial and Strategic Modeling: 

The final research phase involved evaluating the financial sustainability and scalability of the pilot. Gross and net

revenue were calculated based on player enrollment and delivery costs, which included staffing, travel, housing

coordination, and partner commissions. Results from the Texas pilot were then used to model three-year

projections across the other target states, taking into account regional differences in income, soccer density, and

cost structures. 

This methodological framework ensured that PrimeLink’s go-to-market plan was not only strategically targeted but

also grounded in real-world results. By integrating quantitative data with field-based validation and financial analysis,

the research offers a replicable model for expansion into additional markets across the United States. 

Stage 5: Expansion into Target Markets: 

Utilize the quantitative measures to then further expand Primelink Sports B2B reach into other markets that fit the

socioeconomic, club density and education attainment parameters once the pilot in Texas is executed. 
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6.5 The Lone Star State: A Deeper Dive 
Texas emerged as the ideal pilot state for PrimeLink Sports’ U.S. market entry due to a unique convergence of

factors that align closely with the company’s placement and development model. As one of the largest and most

demographically diverse states in the country, Texas offers an exceptional landscape for testing the feasibility and

scalability of an international youth soccer pipeline. 

A Deep-Rooted Soccer Culture :

Texas boasts a long-standing and vibrant soccer culture, supported by a wide range of professional and semi-

professional clubs across multiple levels of the U.S. soccer pyramid. Major League Soccer (MLS) franchises such as

Houston Dynamo, FC Dallas, and Austin FC anchor the state’s professional presence, each with robust youth

academies and local engagement programs. Additionally, the United Soccer League (USL) maintains a strong

footprint through clubs like San Antonio FC, El Paso Locomotive, and Rio Grande Valley FC, which contribute to a

thriving second-tier ecosystem and further deepen community-based player development23. 

This saturation of professional clubs has generated a trickle-down effect, fostering a competitive grassroots and

academy environment. Youth players in Texas are exposed to high-level coaching, year-round competition, and

professional scouting opportunities at a higher rate than in many other states. This makes the state particularly

fertile ground for a program like PrimeLink’s, which seeks to bridge domestic player development with international

placement. 

 

Unparalleled Access to Talent: ECNL and MLS Next Presence: 

Texas leads the nation in the number of ECNL (Elite Clubs National League) programs—a key factor in PrimeLink’s

market selection. The ECNL is widely regarded as the gold standard of youth soccer in the United States, and the

presence of more than 15 ECNL clubs in Texas is a direct indicator of the state’s player depth and infrastructure

quality. Furthermore, Texas is home to numerous MLS Next programs and independent elite academies, providing

PrimeLink with direct access to some of the most promising and ambitious players in the country. 

This density of high-performing youth clubs made it easier for the research team to identify, engage, and pilot with

credible partners who were already familiar with professional pathways, structured development, and international

scouting models. 

Favorable Socioeconomic and Educational Indicators: 

Beyond its athletic landscape, Texas also exhibits strong socioeconomic conditions that support international

program participation. While the state has pockets of income disparity, the suburban corridors around major cities

such as Dallas, Austin, and Houston reflect high levels of cost-of-living-adjusted income, giving families the financial

capacity to pursue premium international development programs.
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Texas has a median household income of $76,292, but it boasts several high-Income Cities: Cities like Southlake

($250,001), Austin ($222,552), and Houston ($215,708) rank among the highest in median household income. 

Moreover, Texas maintains a robust network of private and preparatory schools, many of which are eligible to

sponsor F-1 student visas. Educational attainment in these metropolitan regions is above the national average, and

families within these communities often seek academically aligned enrichment experiences for their children. This

environment complements PrimeLink’s emphasis on combining athletic development with academic integration,

making Texas an ideal ecosystem to trial the dual-focus placement model. 

Operational and Logistical Advantages: 

Texas also presented several logistical advantages that supported the operational side of the pilot. Its central

location allowed for more efficient travel across multiple regions of the state during the outreach and

implementation phases. The size and influence of its soccer community enabled PrimeLink to test various

recruitment and messaging strategies at scale. The presence of international airports in all three pilot cities further

simplified discussions around visa processing, family travel, and future coordination with Spanish partner institutions. 

SWOT Analysis: 

Strengths:

Largest number of ECNL clubs (15); Strong soccer culture and player base; Affordable cost of living supports high

adjusted income. 

Weaknesses: 

Lower percentage of bachelor's degree holders and less academic prestige in comparison to East Coast states. 

Opportunities:

Volume-based player recruitment Club partnerships for B2B expansion. 

Threats: 

Academic institutions may be less competitive for visa processing Regional competition from better-established

markets. 
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 Texas Results:
 Market Engagement Activities 

As part of the on-the-ground execution of the Texas market pilot, the PrimeLink Sports team conducted a series of

in-person meetings with key stakeholders across Austin, Houston, and Dallas. These meetings involved direct

engagement with directors and administrators from ECNL and NPL clubs, allowing the team to better understand

local development pathways and establish foundational relationships for future collaboration. 

In addition to youth club outreach, PrimeLink initiated strategic partnership discussions with Major League Soccer

(MLS) and United Soccer League (USL) organizations, including Austin FC, FC Dallas, and El Paso Locamotive.

These conversations focused on potential synergies around international player development, off-season

programming, and dual-pathway opportunities. 

To further build brand visibility and assess talent, the team attended several youth tournaments across the state.

These events not only provided live scouting opportunities but also served as key touch-points for introducing

PrimeLink’s value proposition to players, families, and coaches. 

Complementing this effort, PrimeLink organized informational sessions in each metro area to explain the Spain-

based placement model. These sessions were held with targeted audiences, including prospective players and their

families, local coaches, and club administrators, helping to foster trust and understanding of the academic visa and

soccer integration process. 

Finally, the team conducted on-site assessments of academic institutions capable of supporting F-1 and M-1 visa

sponsorships. These visits helped evaluate educational alignment and logistical viability, ensuring that each identified

institution could support the holistic development needs of U.S.-based players seeking placement in the Spanish

system highlighting the following:

Current Education Partners for Visa Placement - These institutions provide academic pathways to acquire student

visas for PrimeLink players:

Universidad de Europea 

Saint Louis University (Madrid Campus) 

EAE Business School 

La Liga Business School 

UEFA Pro Coaching License Course (Spanish language) 

Spanish Language Certification Course 

1.Revenue-Generating Education and Soccer Placement Partners:

Link University – Rome, Italy 

Sevilla FC International – Seville, Spain 

Leganes International Academy – Leganes, Spain 
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Results: 
During the initial go-to-market execution phase in Texas, PrimeLink Sports made significant outreach inroads

across key metropolitan areas. Over the course of several months, the team contacted a total of 45 clubs, spanning

elite youth programs in Austin, Houston, and Dallas. Out of these, 18 clubs expressed tangible interest in partnership

or program participation, forming the basis of a robust early-stage recruitment pipeline. Primelink was able to

formalize partnerships with two MLS clubs (FC Austin and FC Dallas), a United Soccer League club El Paso

Locamotive, and two added MLS Next soccer clubs and academies. 

Through a combination of in-person engagements, informational sessions, and tournament visibility, PrimeLink
estimates that its brand and offerings reached approximately 1,800 players and 1,000 families. These early outreach
efforts laid the foundation for both short-term recruitment and longer-term market penetration. 
Based on follow-up engagement and conversion tracking, the company can project a total of 30 player placements to
Spain within the first year. Of these, 20 are expected to be directly recruited through PrimeLink at a per-player rate of
€5,500, resulting in €110,000 in direct program revenue. An additional 10 players are anticipated to convert through
institutional partnerships at a slightly lower rate of €5,000, adding another €50,000 in revenue, however costs are
offset with lower associated agent fes. Together, this results in a forecasted Year 1 revenue of €160,000 from the Texas
player placement market alone. 
Operational expenses have been strategically managed to ensure strong financial performance and are as follows: 

Personnel costs -$18,000 
 $600 agent fee per player on average 
Travel - $6500 
Travel includes Texas, Target USA Cup in Minnesota, and Indepiente de Valle in Quito, Ecuador. 
Marketing - $3000 
Player costs - $24,000  
$800 per player to includes visa fees, training and club placement fees 
Total: $51,500 
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With a projected revenue of €160,000 and expenses of €51,500, the resulting net operating margin for Year 1

stands at €108,500. This equates to a net margin of approximately 67.8%, demonstrating the financial viability and

scalability of the PrimeLink model when executed within a high-opportunity market like Texas. 

Based on Texas results, PrimeLink Sports can build a scalable and highly profitable B2B expansion model. With

€5,500 per player gross revenue and an estimated net margin of 60–70%, PrimeLink can conservatively project the

following over a 3-year period: 

Year 1: 30 players (Texas only) = €160,000 gross | €108,500 net 

Year 2: 50 players across 3–4 states = €275,000 gross | €186,450 net 

Year 3: 85 players across 6+ states = €467,000 gross | €316,965 net 

 

Key cost drivers include staffing, travel, program delivery, and academic institution fees.

 

Added Revenue Modalities in Addition to Player Placement 

However, this is not the only revenue model for Primelink Sports, Primelink also serves as a bridge for movement of

players but also teams to enter tournaments or have experiences internationally. As a result of this project in Texas

and the partnership with MLS clubs, Primelink was able to secure in the partnership placement of several U19 teams

at international level tournaments taking place in Quito, Ecuador. Primelink is the primary contracting partner for this

placement, and will receive fees from IVD for each team further enhancing the revenue for Primelink. The average

cost per team of 22 players and coaches for 6 nights to be hosted at IVD in Quito (which includes room and board)

is $12,000, of which Primelink gets a 10% placement fee of $1,200 per team, per tournament. With the desire of MLS

clubs to engage in highly competitive tournaments versus LATAM teams in the U14-U19 age group. That would be

12 teams from the MLS agreement alone, resulting in an additional $14,400 in revenue. Expansion in year two and

additional partnerships and a very high net margin (all costs related to IVD placement are associated with creating

the partnership) create a very lucrative income stream. Adding an additional 2 teams in year 2 creates $28,800 in

revenue, and 1 more team creates $30,080. 
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6.6 Post Pilot Deployment: Expansion into Target Markets 
The following states were identified using the standardized methodology described in the research section for future
expansion: 
Maryland 
New Jersey 
Virginia 
Illinois 
Washington 
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In these states, PrimeLink has begun compiling databases of ECNL clubs, high schools, and eligible universities. The

next phase will include direct outreach, local partnerships, and marketing pilots designed to replicate the Texas

model. These markets represent a combined total of over 50 ECNL clubs and are expected to support an additional

100+ players per year once matured. 

Regional Market Profile: Maryland 
Maryland emerges as one of the most strategically compelling states for PrimeLink Sports’ U.S. market expansion.

With a cost-of-living-adjusted median household income of approximately $81,781, Maryland ranks as the highest

among all states analyzed in this study. This adjustment accounts for the region’s relatively high nominal income and

elevated living costs, ultimately providing a more accurate picture of families’ true purchasing power. 

This economic strength is matched by equally impressive educational attainment. Over 41.6% of Maryland residents

hold a bachelor’s degree or higher, reflecting a population that places significant value on academic achievement.

This aligns closely with PrimeLink’s program model, which is rooted in educational visa pathways and academic

development alongside elite soccer training. 

From a soccer infrastructure perspective, Maryland boasts strong ECNL representation, offering access to a high

density of competitive youth clubs. The state also benefits from proximity to major metropolitan areas such as

Washington, D.C., Philadelphia, and Baltimore, expanding the pool of potential athletes and club partners. 

Given this rare combination of wealth, education, and soccer development infrastructure, Maryland stands out as a

prime candidate for PrimeLink’s premium placement offerings, targeting high-potential players and families seeking

an elite international development experience. 

SWOT Analysis: Maryland:

Strengths: 

  Highest cost-of-living-adjusted income in the U.S., indicating strong purchasing power among families. 

High levels of educational attainment, supporting PrimeLink’s academically integrated visa model. 

Well-developed ECNL club network offering access to top-tier youth soccer talent.

  Strategic geographic location near major urban centers.  
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Weaknesses: 

  Higher overall cost of operation for regional marketing, travel, and event execution. 

  Smaller geographic area may limit long-term scalability compared to larger states. 

Opportunities: 

 Strong potential for premium-priced programs and exclusive placement packages. 

  Possibility of academic partnerships with top-tier private schools and preparatory institutions. 

 Untapped networks of affluent soccer families seeking international opportunities. 

Threats: 

 Competitive saturation from existing domestic soccer academies and traditional college pipeline programs. 

 Regulatory or visa-related barriers that could complicate placements for high school–aged players. 

 Possible pricing sensitivity despite high adjusted income, especially in suburban vs. urban communities. 

Regional Market Profile: New Jersey 
New Jersey stands out as a premier market for PrimeLink Sports, offering a compelling combination of wealth,

educational achievement, and access to elite youth soccer infrastructure. With a cost-of-living-adjusted median

household income of approximately $77,514, New Jersey ranks among the top in terms of purchasing power,

despite its relatively high cost of living. This financial strength makes the state a favorable target for premium

international programs. 

The educational landscape further strengthens New Jersey’s profile. Roughly 41.2% of the population holds a

bachelor’s degree or higher, suggesting a market that highly values academic advancement—a key factor in

PrimeLink’s visa-based model that integrates education with player development. 

New Jersey is also home to eight ECNL clubs, indicating a dense network of high-level competitive soccer

programs. This concentration of elite talent, paired with the state’s diverse, multicultural population, positions it well

for international mobility programs that require cross-cultural flexibility and family buy-in. 

The state’s strategic location—adjacent to major urban hubs like New York City and Philadelphia—amplifies its

market potential, allowing PrimeLink to access a large pool of athletes and institutional partners within a compact

geographic footprint. 

SWOT Analysis: New Jersey: 

Strengths: 

High cost-of-living-adjusted household income indicates robust market purchasing power. 

One of the highest educational attainment rates nationally. 

Strong ECNL infrastructure with eight clubs across the state. 

Dense population with multicultural demographics conducive to international program interest. 

Weaknesses: 

High operational costs due to expensive real estate, travel, and event services. 

Smaller geographic size may limit scalability within the state. 
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Opportunities: 

Strong candidate for launching exclusive, premium-priced placement programs. 

Potential to form early partnerships with private preparatory schools and ECNL clubs. 

Gateway to broader Northeast corridor outreach (NY, PA, CT). 

Threats: 

Saturation from domestic academy programs and college soccer recruiters. 

Risk of economic strain on middle-tier families despite overall income levels. 

Changing visa regulations could impact student-athlete mobility. 

Regional Market Profile: Virginia 
Virginia presents itself as another high-opportunity market for PrimeLink Sports, with strong alignment across all

core targeting criteria. The state’s cost-of-living-adjusted median household income is estimated at $77,144, placing

it among the top five states in terms of real purchasing power. This economic strength is essential for ensuring

sustainable conversion of interest into program enrollment. 

Educationally, Virginia is well-positioned, with 40.3% of residents holding at least a bachelor’s degree. This aligns

directly with PrimeLink’s model, which relies on educational visa pathways and families who value academic as well

as athletic achievement. 

On the soccer development side, Virginia boasts a strong ECNL presence, with seven affiliated clubs distributed

across urban and suburban regions. These clubs provide a direct channel to top-tier youth talent and institutional

networks that can serve as early adopters of PrimeLink’s placement services. 

Additionally, Virginia’s size, infrastructure, and close proximity to Washington, D.C., offer a blend of scalability,

affluence, and geographic accessibility. This makes it a particularly strong candidate for both club-integrated

partnerships and school-based programming. 

SWOT Analysis: Virginia:

Strengths: 

High cost-of-living-adjusted income indicating strong financial capacity among families. 

Well-educated population with high receptiveness to academic-visa models. 

Solid ECNL infrastructure with seven elite clubs across the state. 

Proximity to major population centers (e.g., D.C., Richmond) enhances recruitment potential. 

Weaknesses: 

Geographic spread may require targeted regional strategies rather than a single unified campaign. 

Some suburban and rural regions may lack direct access to ECNL clubs or visa-compatible schools. 

Opportunities: 

Strong potential for dual partnerships with clubs and academic institutions. 

High likelihood of early buy-in for short-term pilot programs or summer training in Spain. 

Ideal test market for mixed delivery models: full-year and seasonal placements. 
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Threats: 

Competition from well-established domestic academies and prep school programs. 

Policy changes that could restrict or delay international academic mobility. 

Potential pricing sensitivity outside core metropolitan areas. 

Regional Market Profile: Illinois 
Illinois represents a cost-effective, high-value expansion market for PrimeLink Sports, particularly due to its strong

combination of economic viability and well-established youth soccer infrastructure. The state’s cost-of-living-

adjusted median household income is approximately $76,949, placing it among the top tier in real purchasing power

when adjusted for affordability. This makes Illinois a compelling option for families that seek elite international

opportunities but may be more sensitive to cost than those in coastal regions. 

 

Soccer infrastructure in Illinois is notably robust, with eight ECNL clubs distributed across the state, especially

concentrated around the greater Chicago area. This concentration provides access to a large, centralized pool of

competitive players and clubs with established track records in national competition. Illinois also offers a central

geographic location, making it an ideal logistical hub for outreach events, regional programming, and multi-state

recruitment campaigns. 

 

In addition, the presence of numerous public and private universities with strong international student programs

supports the viability of PrimeLink’s academic visa model. Illinois presents itself not only as a recruitment base, but

as a scalable ecosystem capable of supporting multi-year programming, school partnerships, and coach

development initiatives. 

SWOT Analysis: Illinois 

 Strengths: 

 High COL-adjusted income (~$76,949) indicating strong affordability and purchasing power. 

 Strong ECNL club presence (8 clubs), particularly in the greater Chicago metro area. 

 Central U.S. location ideal for operational scaling and regional outreach. 

 Access to diverse educational institutions for visa pathway alignment. 

 Weaknesses: 

 Weather and seasonal limitations may affect year-round engagement or travel planning. 

 Lower concentration of private elite preparatory schools compared to coastal states. 

Opportunities: 

 Ideal candidate for Midwest-based pilot programs and showcase tournaments. 

 Potential for establishing a regional hub or office to support broader U.S. operations. 

 Strong demographic mix including immigrant communities familiar with global soccer. 
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Threats: 

 Competition from domestic programs with lower pricing or local scholarships. 

 Urban areas may show saturation from academy pipelines tied to MLS clubs (e.g. Chicago Fire). 

 Economic disparities between urban and rural regions may affect market uniformity. 

Regional Market Profile: Washington 
 Washington offers a strategically valuable supporting market for PrimeLink Sports, particularly for targeted

outreach campaigns and partnership development in the Pacific Northwest. With a cost-of-living-adjusted median

income of approximately $72,154, Washington families enjoy above-average economic capacity, though the high

nominal cost of living places some pressure on middle-income segments. 

 

The state has a solid ECNL infrastructure, featuring six top-tier clubs, with a concentration in and around Seattle and

Spokane. These clubs serve as important access points for elite youth players and can act as valuable partners for

both short-term programs and long-term placements. Additionally, Washington boasts a college-educated

population, with 37.3% of residents holding a bachelor’s degree or higher, aligning well with PrimeLink’s academic-

centric visa model. 

 

While not as densely populated or soccer-saturated as states like California or New Jersey, Washington’s mix of

affluence, educational achievement, and international-minded families creates the right conditions for a

supplementary market to support broader U.S. expansion efforts. 
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SWOT Analysis: Washington 

 Strengths: 

 • Strong COL-adjusted income (~$72,154) and above-average educational attainment (37.3%). 

 • Solid ECNL presence (6 clubs) with talent concentrated in metro areas. 

 • Diverse, globally connected population supportive of international programs. 

 Weaknesses: 

 • Smaller overall market size compared to Midwest and East Coast states. 

 • High nominal cost of living could limit appeal for middle-income families. 

 • Geographic distance from Spain may present minor logistical challenges for travel. 

 Opportunities: 

 • Useful as a Pacific Northwest base for outreach, especially to families seeking global exposure. 

 • High potential for forming club partnerships with long-term development goals. 

 • Alignment with families prioritizing education and dual-career paths. 

 Threats: 

 • Competition from established domestic pathways and local MLS affiliates (e.g. Seattle Sounders Academy). 

 • Market may not support large-scale expansion but is well-suited to curated offerings. 

 • Economic volatility in tech-driven urban centers could affect disposable income levels. 
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6.7 Summary of the Regional Dashboard 
 
To support data-driven decision-making in PrimeLink Sports’ U.S. expansion strategy, a visual dashboard was
created to synthesize key metrics across five high-opportunity states: Maryland, New Jersey, Virginia, Illinois, and
Washington. This dashboard captures the three core variables underpinning PrimeLink’s market prioritization model
(cost-of-living-adjusted income, ECNL club density, and educational attainment) and categorizes each state by its
strategic market role. 
Cost-of-Living Adjusted Income:
The top-left quadrant of the dashboard presents a ranked bar chart of cost-of-living-adjusted median household
income, a key metric that accounts for real purchasing power rather than nominal income. Maryland leads with an
adjusted income of approximately €81,781, followed closely by New Jersey, Virginia, and Illinois. Washington, while still
strong, falls slightly below the others at €72,154. This adjustment allows PrimeLink to objectively assess each state’s
economic readiness for premium international soccer placement programs. 
ECNL Club Density:
The top-right quadrant visualizes the number of ECNL-affiliated youth soccer clubs in each state. Illinois and New
Jersey top the list with eight clubs each, demonstrating deep soccer infrastructure and a high concentration of elite-
level players. Virginia follows closely with seven, while Maryland and Washington each support six. These figures
reflect the strength of each state’s grassroots competitive ecosystem and are instrumental in gauging the scale of
potential player outreach. 
Educational Attainment: 
In the bottom-left quadrant, the dashboard illustrates the percentage of the adult population holding at least a
bachelor’s degree—a critical indicator for aligning with PrimeLink’s academic visa model. Maryland once again leads
with 41.6%, with New Jersey and Virginia also scoring above 40%. Illinois and Washington trail modestly, with
attainment rates just above 36% and 37%, respectively. These numbers reflect the cultural emphasis on education in
each state and support the alignment of PrimeLink’s dual-focus model: sport and academics. 
 Strategic Market Role:
Finally, the bottom-right quadrant categorizes each state based on its function within the broader U.S. expansion
framework: 

Premium Markets (Maryland, New Jersey): High income, education, and soccer club density make these ideal for
full-service placement programs. 
Dual Path Market (Virginia): Combines club and academic pathways, offering flexibility and strong foundational
value. 
Cost-Effective Market (Illinois): Offers high returns with relatively low operational costs, ideal for scaling. 
Supporting Market (Washington): While slightly lower in metrics, it remains strategically important for targeted
outreach in the Pacific Northwest. 

Together, these visuals provide a clear, comparative framework for prioritizing U.S. state markets. The integration of
financial, educational, and sports infrastructure data enables PrimeLink Sports to tailor its go-to-market approach
with precision, targeting the right families, players, and institutional partners for scalable, high-impact expansion. 
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6.8  Action Plan Post GTM Model Finalization 
 
Phase 1: Infrastructure Development & Internal Alignment 
Timeline: Month 1–2 
Objectives: 

Build internal capacity to support multi-state B2B engagement. 
Finalize pricing, operational logistics, and partner agreements. 

Key Actions: 
Finalize Offerings: Confirm packaging and pricing for full-year and short-term programs (Spain and Ecuador). 
Staff Expansion: Hire or designate U.S.-based outreach personnel for premium and dual-path markets. 
Partnership Documents: Create template agreements, info decks, and pitch materials for clubs, schools, and
agents. 
CRM Integration: Build or refine a CRM system to track leads, club engagements, and conversion analytics. 

Phase 2: Market Entry & Direct Outreach 
Timeline: Month 3–6 
Objectives: 

Launch focused outreach in target states beginning with premium and dual-path markets. 
Build early momentum through pilot partnerships and info sessions. 

Key Actions by State: 
Maryland (Premium) 

Host in-person info sessions in Baltimore and DC suburbs. 
Engage top ECNL clubs for summer pilot placement programs. 
Identify elite private schools for dual-enrollment pathway partnerships. 

New Jersey (Premium) 
Develop relationships with clubs in the North Jersey corridor. 
Schedule on-site visits and workshops with 2–3 top ECNL clubs. 
Explore academic partnerships with prep schools and international programs. 

Virginia (Dual Path) 
Coordinate with ECNL clubs in Northern Virginia and Richmond. 
Launch a pilot cohort for Spring 2026 placement. 
Target schools with international placement counseling programs. 

Phase 3: Scale Regional Engagement 
Timeline: Month 6–12 
Objectives: 

Expand footprint to cost-effective and supporting states. 
Convert brand awareness into player enrollments. 
Optimize operational model based on early metrics.  
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Key Actions: 
Illinois (Cost-Effective) 

Establish a regional hub in Chicago. 
Bundle ECNL club outreach with presentations at suburban school districts. 
Initiate Midwest ECNL showcase presence. 

Washington (Supporting) 
Partner with 2–3 ECNL clubs in Seattle and Spokane for branded info nights. 
Focus on digital outreach and referral incentives. 
Pilot dual-career mentorships with education counselors. 

 
Phase 4: Consolidate Results & Expand Offerings 
Timeline: Month 12–18 
Objectives: 

Evaluate outcomes, financials, and conversion rates by state. 
Standardize best practices and deploy to 3–5 additional states. 
Broaden program menu (e.g., coaching licensure, summer tournaments, gap year programs). 

Key Actions: 
KPI Tracking: Analyze state-by-state lead generation, conversion, and ROI. 
Refinement: Adjust messaging, pricing, and channel strategy based on local response. 
Alumni Program: Launch U.S.-based ambassador network of former players and partner coaches. 
Vertical Expansion: Introduce Latin American programming and seasonal tournaments in Ecuador.

Operational KPIs for Tracking: 
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METRIC                                                                              GOAL 
Club Meetings Scheduled                                           50+ in year 1
Player Leads Generated                                              2,00+            
Player Conversions                                                       50+ by year 2
Avg. Program Revenue per Player                            € 5,000-€5,500
Gross Revenue (Year 2)                                               €300000+
Net Margin                                                                        ≥ 60% 
 
This action plan operationalizes PrimeLink Sports’ market research into a phased, results-oriented U.S. expansion
roadmap. By aligning resource allocation with state-level insights and piloting in the highest-potential regions first, the
company positions itself for sustainable growth, strong unit economics, and deep integration with the U.S. youth
soccer ecosystem. 

7. Conclusion & Recommendations 
 The evolution of PrimeLink Sports’ business-to-business (B2B) go-to-market strategy underscores a transformative vision
for international youth soccer development. By situating itself at the intersection of sport, education, and cultural immersion,
PrimeLink delivers a compelling value proposition that addresses systemic limitations in the traditional U.S. soccer
development pipeline. The strategic deployment of academic visas to facilitate player placement in Spain’s RFEF system not
only provides aspiring athletes with a professionally competitive environment but also integrates educational attainment and
global life experience into the player development model. 

This project developed and employed a comprehensive mixed-methods research framework combining demographic data
analysis, geographic targeting, institutional mapping, and market segmentation to validate expansion potential across six key
U.S. states—Texas, Maryland, New Jersey, Virginia, Illinois, and Washington. Through the use of cost-of-living-adjusted
income metrics, ECNL club density assessments, and educational attainment rates, the research identified optimal regions
for market entry. Texas, in particular, emerged as the flagship state, offering high programmatic feasibility and yielding the
most robust financial and operational test case for PrimeLink’s model. 

The Texas pilot revealed critical insights: by developing an expanded player pool of over 1,800 players reached and 45 clubs
contacted, PrimeLink will be able to generate 30 player conversions, translating to €160,000 in revenue against a lean
operating cost base of €51,000. The resultant 68.1% operating margin not only validates the unit economics of the model but
demonstrates its scalability in high-opportunity regions. These financial results, coupled with qualitative outcomes—such as
club enthusiasm, family engagement, and institutional receptivity—affirm the commercial and developmental viability of
PrimeLink’s dual-track approach. 
Looking forward, PrimeLink’s expansion plan is structured over a three-year horizon, beginning with its Texas launch in Year 1,
followed by the progressive activation of five additional states: Maryland, New Jersey, Virginia, Illinois, and Washington. These
states were selected based on a standardized research framework prioritizing cost-of-living-adjusted income, educational
attainment, and ECNL club density. In Year 2, operations will scale into Maryland, Virginia, and Illinois, combining premium and
cost-effective markets for balanced growth. Year 3 will see further expansion into New Jersey and Washington, supported by
lessons learned and systems optimized during the earlier rollouts. 

Financial projections aligned with this timeline reflect a scalable and highly profitable model. With an average of €5,000–
€5,500 per player in gross revenue, and a net operating margin consistently above 60%, PrimeLink conservatively forecasts: 
Year 1 (Texas Only) 

Players Placed: 30 
Gross Revenue from Player Placement: €160,000 
Net Revenue from Player Placement: €108,500 
U19 Tournament Teams Placed in Ecuador: 12 
Tournament Placement Revenue (@ €1,200/team): €14,400 
Total Gross Revenue: €174,400 
Total Net Revenue: €122,900 
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Year 2 (Expansion to 3–4 States) 
Players Placed: 50 
Gross Revenue from Player Placement: €275,000 
Net Revenue from Player Placement: €186,450 
U19 Tournament Teams Placed: 14 
Tournament Placement Revenue: €16,800 
Total Gross Revenue: €291,800 
Total Net Revenue: €203,250 

Year 3 (Full Expansion to 6+ States) 
Players Placed: 85 
Gross Revenue from Player Placement: €467,000 
Net Revenue from Player Placement: €316,965 
U19 Tournament Teams Placed: 15 
Tournament Placement Revenue: €18,000 
Total Gross Revenue: €485,000 
Total Net Revenue: €334,965 

These financial models are supported by lean operational costs, centralized staffing in Spain, and the institutional
leverage provided through school and club partnerships, which reduce the need for capital-heavy infrastructure
investments in the U.S. 
Strategically, this work illustrates how PrimeLink Sports can differentiate itself in a competitive marketplace by
aligning closely with the academic values of high-income U.S. families, leveraging untapped global soccer
infrastructure, and offering an alternative to the NCAA model. It further shows the potential for vertical and horizontal
growth through regional scaling, alumni networks, short-term immersion programs, and partnerships with both
schools and clubs. The thesis also recognizes and addresses operational risks, including visa dependency, brand
awareness limitations, and domestic competition, recommending risk mitigation through institutional diversification
and multi-channel marketing. 
Ultimately, this project puts PrimeLink in the position of market leader in its category, not merely as a player
placement entity, but as a cross-border talent accelerator and strategic connector between the U.S. and European
soccer ecosystems. In doing so, PrimeLink contributes to reshaping global player pathways and expanding access to
international careers—on and off the pitch. The findings of this project not only justify a targeted B2B market
expansion in the United States but offer a replicable blueprint for other emerging markets where academic and
athletic mobility are equally valued. 

Appendix 
Attachment 1: Primelink Sports Player Brochure 
Attachment 2: Club Contact Database 
Attachment 3: COL Adjusted Results 
Attachment 4: Club Contact Email 
Attachment 5: Primelink Coaches and Players Brochure 
Attachment 6: Primelink Corporate Vision Board 
Attachment 7: TFM Magazine Primelink Sports 
Attachment 8: TFM Presentation 
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