The Gas Station
Startup Budget

A definitive financial breakdown for new ground-up builds.




Establishing the Baseline for Financial Modeling

Startup costs vary wildly based on scale. This budget model
assumes a standard, high-yield modern facility rather than a
minimal rural outpost or a massive interstate travel plaza.

Fuel: 6 to 8 Multi-Product

Dispensers (MPDs) under a

standard canopy.

=

Scale: Ground-up new
construction.

Sl

CONVENIENCE
STORE

Affiliation: Independent

or standard unbranded

(franchise/flag fees

i excluded from base
hard costs).

Retail: 3,000 to 4,500 sq. ft.
modern convenience store

(C-Store).
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Total Estimated Capital Required

Opening a modern gas station requires significant upfront capital, heavily driven by
specialized underground infrastructure and commercial real estate acquisition.

Total capital requirement varies substantially based on prime real estate costs, local municipal fees, and soil conditions. Y
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Bridging from Zero to Launch

$500K

$4.0M

caoy 300K [N

$0
Hard Costs Soft Costs Working Capital

Hard Costs: The physical build Soft Costs: Paperwork and people
(Land, Concrete, Tanks, Building). (Permits, Engineering, Legal).

Total Budget

Working Capital: Cash reserves
and initial stock to open the doors.
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Hard Costs Dominate
the Capital Stack

Working Capital
(12.5%)

The barrier to entry is physical
infrastructure. Unlike software or
service businesses, over 80% of a
gas station’s startup budget is locked
into tangible assets before a single
gallon of fuel is sold.

o— Soft Costs
(7.5%)

Hard Costs
(80%)
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Securing and Preparing the Ground

Land Acquisition: Highly variable. Corner lots at
high-traffic intersections command premium
commercial rates. ($500K - $1.5M)

Clearing & Grading: Leveling the site, removing
debris, and preparing the foundation pad.
($50K - $150K)

Paving & Concrete: Extensive heavy-duty
concrete is required to support the weight of
constant commercial vehicle traffic and tanker
drops. ($200K - $400K)

Utility Pulls: Bringing commercial-grade water,
sewer, and high-voltage electrical to a previously
undeveloped site. ($50K - $100K)
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Subterranean and Surface Fuel Systems

3 Canopy Construction: Steel
structure, footings, and
specialized fire-suppression
lighting. ($125K)

4 Multi-Product Dispensers
(MPDs): The actual consumer-
facing fuel pumps and

payment terminals. ($150K)

Underground Storage Tanks (USTs):
Double-walled fiberglass tanks and i :
installation excavation. ($150K) [ -

Piping & Submersible Pumps: 2
The secure lines connecting
tanks to the surface. ($75K)

Underground Storage Tanks 1
(USTs): Double-walled
fiberglass tanks and installation
excavation. ($150K)
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Constructing the Retail Profit Center

Commercial Refrigeration:

Walk-in coolers and beer
caves are major capital

- expenditures. ($80K)

Fuel brings traffic, but the convenience store
drives the margin. A modern, high-end C-store
buildout is crucial for rapid ROI.

Shell Construction:
Block/steel exterior, roofing,
and HVAC systems.
($250/sq ft)

Technology: Point of Sale
(POS) systems, back-office
servers, and integrated
security/camera networks.
($40K)

Interior Fixtures: Gondola
shelving, counters, and
food-service millwork.
millwork. ($100K)

FINANCIAL
MODELS LAB



Navigating Municipal and
EPA Compliance

Environmental Site
Assessments (ESA):
Phase | and Phase |
testing to ensure the
ground is legally
viable for fuel
storage. ( )

Zoning & Variances:
Legal representation
and hearing fees to
secure commercial
fuel-use permits.

($25K)

Municipal Impact
Fees: High upfront
payments to local
governments for
traffic, water, and
sewer impact. (&

)

Legal Structuring:
LLC formation,
franchise agreement
review, and real
estate closing costs.

($15K)
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Architectural and Civil Engineering

A gas station is a complex hazardous-materials facility. Standard commercial blueprints are
insufficient; specialized engineering is mandatory.

~

Architectural Plans: Complete Civil & Traffic Engineering: Fuel System Design: Specialized
structural and aesthetic design Stormwater management, site schematics by certified
for the C-store and canopy. grading plans, and DOT traffic environmental engineers to map
($45K) flow studies. ($35K) tank placement and piping to

meet EPA standards. ($20K)
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Funding the First Drop and Stock

rates before opening day. (510
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The First Fuel Drop: Filling 30,000 gallons of
underground capacity at wholesale market

<)
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C-Store Merchandise: Fully stocking
tobacco, packaged snacks, beverages, and
auto supplies. A store must look full to build

consumer trust from day one. (5 /75K)
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The Operational Cash Buffer

New builds rarely cash-flow positively in month one. A substantial cash reserve is
required to bridge the gap until localized customer traffic stabilizes.

- Initial payroll and manager
salaries.

- Utility deposits and specialized
environmental insurance
premiums.

- Grand opening marketing blitz
and local promotional loss-
leaders.

6 Months Runway
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Variables that Expand the Baseline Budget

Low I\ill High

Location: Sliders pushed low for rural highway outposts, pushed maximum high for prime urban intersections.

Brand Affiliation: Sliders pushed low for unbranded/independents, pushed high for Tier-1 major oil flags
(requires initial franchise fees and strict branded signage costs).

Food Service Integration: Sliders pushed low for pre-packaged snacks, pushed high for an integrated Quick
Service Restaurant (QSR) with full commercial hoods and drive-thrus.
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Commonly Underestimated
Capital Traps

Subsurface Permitting Highway
Surprises Purgatory Department
Mandates

Hitting solid bedrock during Municipal delays can drag DOT may require the

tank excavation requires out for 12+ months. developer to pay for

specialized blasting, Property holding costs and expensive deceleration

adding tens of thousands in loan interest accrue while lanes, new traffic lights, or

unforeseen site-prep costs. waiting for city stamps. median cuts to allow
access.
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Preparing the Capital Stack
for Underwriting

Successfully funding a $2.5M - $4.5M build requires an air-tight business plan, precise
bids, and the right mix of debt and equity.

Land Viability
1 Secure a purchase option and clear Phase | environmental and traffic counts before
deploying major capital.

Hard Bids

Engage a specialized petroleum contractor to refine the hard cost estimates from
ranges to exact quotes.

2

Capital Strategy

Assemble the financing mix—typically a combination of required owner liquidity
(15-20%), paired with SBA 504/7(a) loans or commercial real estate debt.
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