GAP Trail Foods — Phase 1 Launch Brief

Objective

Establish a fully operational, revenue-generating mushroom production facility in Frostburg by January
2026, using a lean Phase 1 rollout designed to minimize upfront cost, validate systems, and build market
presence before scaling.

Core Phase 1 Systems (Itemized with Estimated Costs)
¢ Thor-style substrate mixer (DIY): $1,250 (DIY) — $2,600 (mostly built) (plus taxes and shipping)
¢ Steam sterilizer (300 gal + DIV/PID)
--Trough
--300 gallon stock tank ($400)
--Insulation ($27)
--4x8’ plywood ($36)
--Cinder blocks (~4) ($12)
--Steamer
--55 gallon steel drum barrel (5160)
--Float valve ($20)
--Heating elements (x2) ($124 total)
--Hose barb (x2) (520 total)
--Tri-clamp fittings (x4) ($76 total)
--Tri-clamps (2 per pack, so 4 in total) (x2) (522 total)
--Hose ($44)
--Plugs (x2) ($38 in total)
--Drain ($29)
—-K-flex ($55)
--Pressure reducer valve ($27)
--Braided hose ($9)
--Control panel (5600)
e Laminar flow hood (24x48): $1,700
 Lab equipment & inoculation supplies: $600-51000
--Stainless work tables (2-3)
--Sterile tools
--Sterilization supplies
--Unicorn bags (14A or 14A-OxoD) ($417-5461)
¢ Incubation shelving + environmental controls
--Shelves for incubation and fruiting rooms (x4) ($1,300 in total)
--Storage racks (x4) ($160 in total)
--Fogger ($300)
--Willhi humidity controller ($565)
-- Fogger tubing and clamps
--Intake fan ($150)
--Exhaust fan ($36)
--Circulation fans (x4) (5200 in total)
--CO2 Controller (5131)
--LED lights (x2) (564 in total)
--Filter box ($129)
¢ Value-added starter equipment (grinder, dehydrator, capsule machine)



https://www.youtube.com/watch?v=xkOglUxTMOk
https://www.youtube.com/watch?v=QFi0Vu_Q-iY&t=403s
https://www.youtube.com/watch?v=8VXPiulYnMo&t=31s
https://www.tractorsupply.com/tsc/product/countyline-oval-galvanized-stock-tank-3-ft-w-x-8-ft-l-x-2-ft-h-300-gal-capacity-2177285
https://www.tractorsupply.com/tsc/product/sealtech-heavy-duty-36-ft-x-10-ft-3mm-thick-reflective-insulation-roll-for-soundproofing-thermal-shield-use-2403300
https://www.lowes.com/pd/Plytanium-23-32-CAT-PS1-09-Square-Structural-Plywood-Pine-Application-as-4-x-8/1000068939
https://www.lowes.com/pd/Common-8-in-x-8-in-x-16-in-Actual-7-625-in-x-7-625-in-x-15-625-in-Standard-Cored-Concrete-Block/3608978
https://www.youtube.com/watch?v=HxUsH2efwrk&t=118s
https://www.amazon.com/Open-Head-Barrel-Inhibitor-Lining-Closure/dp/B07B68HZ6Z/ref=sr_1_5?dib=eyJ2IjoiMSJ9.zNDH0oybZsOe68b-DexBtsM3jQ1VT9Rs7MYvdDGVcS2xTnt9XkAFZWrNpjsYIcecZjWyKUs9SFuYinqLcxa1vwoCiRL4NnWmIrL3URqZYlkowYdKkgBvcLXD0h-4iw1rHHjb4QvPw6tpuCpTfizaZoJRw9iAAdHVH0JixiG_rGJbRGlrrX4rMyz5HXaxrrp0zONBVvfv8x2gYj84c_01W-L6zOJzRkYIEZzBn5j9OUzU7s7O7FjtemfZtQ1GnZZc61TqhMO2t068139cl3_t3vr2le1peJZyehkVfOkfn1Y.5pFOTiDzIx8Qfjm4LuR3GuWFoiWzW8PLbvMUUworfMU&dib_tag=se&hvadid=542529379606&hvdev=c&hvexpln=0&hvlocphy=9007915&hvnetw=g&hvocijid=13756465570283406827--&hvqmt=e&hvrand=13756465570283406827&hvtargid=kwd-312660567073&hydadcr=12916_9719022&keywords=55+gallon+stainless+steel+barrel&mcid=2abc1a23fe3c3434a7c1aed788d8f599&qid=1764550629&sr=8-5
https://www.amazon.com/GOVALVE-Stainless-Steel-Float-Valves/dp/B09G99PYY2/ref=sr_1_1_sspa?adgrpid=185070185654&dib=eyJ2IjoiMSJ9.u5UHLTvHC40wZYC06HwT8nee0n-MVR7a80Kr1lK2Agm4Mu3yPMz9rHP_oCayc3rFexpjuuI6a2oQsiupeMUpRmj6lLJXQH_I1EKrYUED2Q3CRTOMz9HWMtAB9EyQy8tHLOGosS6L9_vvKIGm0NxvkvyNm1jsKfzNPbhjXpZ0V-xMA_-cZMsw9o3Hv5KRJ05fBqJyXATXljOXfVZzQE385BarY-2IO8GTbcZtgY9v4Mk.MY_4sdPwqSCk8fhiEWTr9NkmOaP_sgNoKMcDgG3g6HU&dib_tag=se&hvadid=779578175232&hvdev=c&hvexpln=0&hvlocphy=9007915&hvnetw=g&hvocijid=1150244605452726829--&hvqmt=e&hvrand=1150244605452726829&hvtargid=kwd-1435026963511&hydadcr=19768_13698588_2113335&keywords=1%2F2%2Bstainless%2Bsteel%2Bfloat%2Bvalve&mcid=f8795bd7dd6a3d3ab0ee0d7d08da18b4&qid=1764552013&sr=8-1-spons&sp_csd=d2lkZ2V0TmFtZT1zcF9hdGY&th=1
https://www.amazon.com/Dernord-Tri-clamp-Stainless-Immersion-Electrical/dp/B075KCJX8W?pd_rd_w=GA7u4&pf_rd_p=9140899a-57de-4065-8e3f-0fd3a39e3695&pf_rd_r=E2MJZ7F2KH7QF0BX8RFW&pd_rd_r=2305795d-7537-4c90-ac27-c7835b8682c6&pd_rd_wg=enUY0&pd_rd_i=B075KCJX8W&ref_=pd_bap_d_rp_15_i&th=1
https://www.amazon.com/DERNORD-Barbed-Adapter-Sanitary-Fitting/dp/B072JGN524?pd_rd_w=GA7u4&pf_rd_p=9140899a-57de-4065-8e3f-0fd3a39e3695&pf_rd_r=E2MJZ7F2KH7QF0BX8RFW&pd_rd_r=2305795d-7537-4c90-ac27-c7835b8682c6&pd_rd_wg=enUY0&pd_rd_i=B072JGN524&ref_=pd_bap_d_rp_43_i&th=1
https://www.amazon.com/Bulkhead-Compression-homebrew-Weldless-Stainless/dp/B07VTTWMDV?pd_rd_w=hux3f&pf_rd_p=9140899a-57de-4065-8e3f-0fd3a39e3695&pf_rd_r=14Y1P6SQ06NBVKRZ9MGX&pd_rd_r=3039c758-5fc2-45bd-bbc7-8e2b118a0667&pd_rd_wg=eLmtC&pd_rd_i=B07VTTWMDV&psc=1&ref_=pd_bap_d_rp_51_i
https://www.amazon.com/DERNORD-Tri-clamp-Stainless-Ferrule-Silicone/dp/B07RPMK4FG?pd_rd_w=hux3f&pf_rd_p=9140899a-57de-4065-8e3f-0fd3a39e3695&pf_rd_r=14Y1P6SQ06NBVKRZ9MGX&pd_rd_r=3039c758-5fc2-45bd-bbc7-8e2b118a0667&pd_rd_wg=eLmtC&pd_rd_i=B07RPMK4FG&ref_=pd_bap_d_rp_73_i&th=1
https://www.amazon.com/gp/product/B07Q11M1YR/ref=ppx_yo_dt_b_search_asin_title?ie=UTF8&psc=1
https://www.amazon.com/Journeyman-Pro-Connector-Industrial-Grounding-Generator/dp/B07JM5NDJH?pd_rd_w=hux3f&pf_rd_p=9140899a-57de-4065-8e3f-0fd3a39e3695&pf_rd_r=14Y1P6SQ06NBVKRZ9MGX&pd_rd_r=3039c758-5fc2-45bd-bbc7-8e2b118a0667&pd_rd_wg=eLmtC&pd_rd_i=B07JM5NDJH&ref_=pd_bap_d_rp_85_i&th=1
https://www.amazon.com/Dernord-Weldless-Stainless-Bulkhead-Kettle/dp/B078HV9WRF?pd_rd_w=hux3f&pf_rd_p=9140899a-57de-4065-8e3f-0fd3a39e3695&pf_rd_r=14Y1P6SQ06NBVKRZ9MGX&pd_rd_r=3039c758-5fc2-45bd-bbc7-8e2b118a0667&pd_rd_wg=eLmtC&pd_rd_i=B078HV9WRF&ref_=pd_bap_d_rp_101_i&th=1
https://www.amazon.com/K-Flex-USA-6RSX3X4068-Insul-Sheet-Sheet/dp/B01DBF3DRC?pd_rd_w=hux3f&pf_rd_p=9140899a-57de-4065-8e3f-0fd3a39e3695&pf_rd_r=14Y1P6SQ06NBVKRZ9MGX&pd_rd_r=3039c758-5fc2-45bd-bbc7-8e2b118a0667&pd_rd_wg=eLmtC&pd_rd_i=B01DBF3DRC&psc=1&ref_=pd_bap_d_rp_89_i
https://www.amazon.com/DIVANC-Pressure-Regulator-Lead-Free-Adjustable/dp/B0CH1BKB38/ref=sr_1_1_sspa?adgrpid=189053213640&dib=eyJ2IjoiMSJ9.r3QyO6ldnyX69llxEpDB7hDWBdMBxqR4G3oFkszle1TYp36dXzA2Ldq4KEfJ9MzXUjRB1ge7YkmjwrGLeW3LO4jw4extrKzZGsTP9vTtkcITuE82X-O8sur7FFRAUA9De0pJE55Mp3y9dlNB5PxVLCukR8iX9fKlbm4xEyyXK9wVfd1AlKCVz5PitxlTFyHotVsYU_4q_4tOBtEAURTQnTmc6FWlLIh6OAmy8QfFIxM.zjxTLoQv1ctYSNcGJPhsMAFY32pCr6_lLZcdSKRJjG8&dib_tag=se&hvadid=779574455206&hvdev=c&hvexpln=0&hvlocphy=9007915&hvnetw=g&hvocijid=18196697630751497077--&hvqmt=e&hvrand=18196697630751497077&hvtargid=kwd-309335542532&hydadcr=24632_13626708_8069&keywords=pressure+reducer+valve&mcid=0378b3c782a638c2baa065d90f94d07a&qid=1764551763&sr=8-1-spons&sp_csd=d2lkZ2V0TmFtZT1zcF9hdGY&psc=1
https://www.amazon.com/Eastman-48022-Faucet-Water-Supply/dp/B01IWM85PO/ref=sxin_17_pa_sp_search_thematic_sspa?adgrpid=186406743317&content-id=amzn1.sym.b8835974-eacc-4ffa-8f77-b14ee5f0007c%3Aamzn1.sym.b8835974-eacc-4ffa-8f77-b14ee5f0007c&cv_ct_cx=braided%2Bhose&hvadid=779666624621&hvdev=c&hvexpln=0&hvlocphy=9007915&hvnetw=g&hvocijid=4476835675526901806--&hvqmt=e&hvrand=4476835675526901806&hvtargid=kwd-159384829&hydadcr=5705_13276461_12976&keywords=braided%2Bhose&mcid=13e40da4b127310f979dba7f4f3aeef8&pd_rd_i=B01IWM85PO&pd_rd_r=c6545562-4a26-465f-aa46-365d63b80428&pd_rd_w=8RCP9&pd_rd_wg=mNlsr&pf_rd_p=b8835974-eacc-4ffa-8f77-b14ee5f0007c&pf_rd_r=3F0C5XT9YQM4R735MTKV&qid=1764551840&sbo=RZvfv%2F%2FHxDF%2BO5021pAnSA%3D%3D&sr=1-4-e169343e-09af-4d41-85b1-8335fe8f32d0-spons&aref=WmUJhswtXG&sp_csd=d2lkZ2V0TmFtZT1zcF9zZWFyY2hfdGhlbWF0aWM&th=1
https://www.amazon.com/dp/B0CDY2M5Z4?&_encoding=UTF8&tag=harmonymush0e-20&linkCode=ur2&linkId=5b2e8e1fd19acd80915be0d09677e0f7&camp=1789&creative=9325
https://myersmushrooms.com/product/flowhood-fan-filter-unit-new-120v-freight-not-included/
https://myersmushrooms.com/product/flowhood-fan-filter-unit-new-120v-freight-not-included/
https://www.ebay.com/itm/353815637854?chn=ps&norover=1&mkevt=1&mkrid=711-166974-028196-7&mkcid=2&mkscid=101&itemid=353815637854&targetid=2304343365564&device=c&mktype=pla&googleloc=9007915&poi=&campaignid=21026312134&mkgroupid=163790084152&rlsatarget=pla-2304343365564&abcId=9381221&merchantid=8570244&geoid=9007915&gad_source=1&gad_campaignid=21026312134&gbraid=0AAAAAD_QDh-bxxRQZXiTa2MN6bjrSzicw&gclid=CjwKCAiA86_JBhAIEiwA4i9Juz-wkW5_CGhtOCLV6tYCBU1WYbt0alI6RBx7r7q-E8J4rpWeu_veLRoC8i8QAvD_BwE
https://growace.com/products/the-house-of-hydro-willhi-humidistat-humidity-level-controller?variant=44386692137124&gad_source=1&gad_campaignid=17451148963&gbraid=0AAAAADyHuOWAb1-gjjtXlKXKlRcZdgZBY&gclid=CjwKCAiA86_JBhAIEiwA4i9JuxEOnwd7QPRCYELGW4CkyNlzLxNWotsRjua-JkAKj-5GjrBqsCgKYhoCjRcQAvD_BwE
https://www.amazon.com/dp/B074XBXFPD?ref_=ppx_hzsearch_conn_dt_b_fed_asin_title_7&th=1
https://www.amazon.com/dp/B07ZPC5GTX?ref_=ppx_hzsearch_conn_dt_b_fed_asin_title_7&th=1
https://www.amazon.com/dp/B0B179135B?ref_=ppx_hzsearch_conn_dt_b_fed_asin_title_1&th=1
https://www.amazon.com/dp/B0DHGV1YYM?ref_=ppx_hzsearch_conn_dt_b_fed_asin_title_2
https://www.amazon.com/dp/B07QCNL9R5?ref_=ppx_hzsearch_conn_dt_b_fed_asin_title_4&th=1
https://www.amazon.com/dp/B07QCNL9R5?ref_=ppx_hzsearch_conn_dt_b_fed_asin_title_4&th=1

--Freeze dryer ($2,900)

--Dehydrator ($330)
¢ General tools, storage systems, sanitation equipment

--Sanitation supplies (gloves, masks, eye guards, brooms, mops, mop buckets, cleaning supplies)
--Totes (x6) ($60)
* Packaging & labeling (mylar, jars, capsules, labels)

Expected Phase 1 Outcomes

¢ Reliable production workflow established

e First harvest and sales by late January

¢ Strong base for Phase 2 expansion (2-3 fruiting rooms)
¢ Market launch of the GAP Trail Foods brand


https://harvestright.com/product/home-freeze-dryer/?attribute_pa_attribute-size=attribute-size-medium&attribute_pa_attribute-color=attribute-color-satin-white&attribute_pa_attribute-pump=premier-pump
https://lemproducts.com/products/bigbite-16-tray-stainless-steel-dehydrator.html?gad_source=1&gad_campaignid=21453501535&gbraid=0AAAAAD6m2KgDfRd9Tlhr3to4I5zzRdLOw&gclid=CjwKCAiA86_JBhAIEiwA4i9Ju6RvHC0R0cEqDogo2vMwWBF6afGcfci_FfXbbwi7NKh-ftEDyJZ14BoCvpoQAvD_BwE

