
MAY 2026 → NOVEMBER 2027 · WEEKLY MILESTONES · QUARTERLY REVIEW

TRELYAN — 18-Month Granular Roadmap
From: 13 May 2026 (Tuesday — three days before LEXR meeting)
To: 30 November 2027 (end of Cell pre-sale Founding tier window)
Owner: Brandon J. Sellam — Founder, sole accountable through Cell pre-sale launch
Status: Living document. Updated quarterly against actuals. Stop conditions per Founder
Commitment Letter Sections II + III apply throughout.

Reading guide
• MM/Wk-N = month/week-number from genesis-roadmap day (today = M01/Wk1).
• Critical-path items prefixed with �. These gate the next phase. Slipping any one slips everything

downstream.
• Dependency arrows ← indicate what blocks the item.
• Owner column: B = Brandon, S = Stiftungsrat, L = LEXR, C = Cryptographer advisors, A =

Auditor, E = External services (ElevenLabs, Kling, etc.)

PHASE I — Counsel & Cell-pre-sale architecture
Q2 2026 (May–June) · M01–M02

Week 1 (now → Sunday 17 May)
• Item · Owner · Notes
• � Friday 15 May LEXR meeting with Christian Meisser · B · The defining external event of Q2.

Bundle ready, send-ahead email drafted.
• � Reserve `trelyan.foundation` + `trelyan.io` domains · B · Required before splash deploy and

before any cryptographer outreach
• Send xGov grant proposal (TRELYAN-rebranded PDF + new IPFS CID) · B · Via

xgov.algorand.foundation, requires Pera wallet signature
• CL7 / backup witness call + Section 2 + Section 3 signed in ink · B · Photographs filed,

originals stored securely
• Print Friday bundle (19 pages) + cheat sheet · B · Manila folder, leaves with 30 min buffer

Friday morning
Weeks 2–4 (18 May → 7 June)
• Item · Owner · Notes
• LEXR engagement letter received · L · Per § B of Post-LEXR Playbook, target Week 2
• LEXR engagement letter reviewed against anchor proposal, signed and returned · B+L · 48

hours of receipt
• US securities counsel screening calls × 2-3 firms (Reed Smith, plus 1-2 alternates) · B+L · Brief

in `funding/US_Securities_Counsel_Engagement_Brief.pdf`
• Wave 1 cryptographer emails sent (Lyubashevsky, Lepoint, Ducas) · B · Tuesday/Wednesday

morning, recipient-local time
• Splash deployed to `trelyan.foundation` via Netlify · B · `website/trelyan.html` is ready
• ElevenLabs voiceover generated from 60-sec script · E · API call, single take preferred
• First Kling video scene rendered as preview · E · Scene 4 (the inscription assembly) —

highest-impact single scene to validate the visual direction
Weeks 5–8 (8 June → 5 July) · M02



TRELYAN — 18-MONTH GRANULAR ROADMAP PAGE 2

• Item · Owner · Notes
• � xGov grant decision received · E · Algorand Foundation timeline — typically 4-8 weeks from

submission
• If xGov approved: Algorand Accelerator application submitted · B · $50k parallel track,

application drafted
• US counsel engagement signed · B+L · Best-fit firm from screening
• LEXR Phase 1 token-classification opinion in progress · L · 4-week scope from engagement

signature
• Wave 1 cryptographer follow-ups (if no reply by Day 14) · B · Single polite nudge, then move on
• Wave 2 cryptographer emails sent (Brakerski, Ronen, Fouque, Espitau) · B · Per Wave 2 doc

sequencing
• F&F bridge outreach sent (5 named candidates) · B · Pre-drafted emails ready

PHASE II — Stiftung formation & first capital
Q3 2026 (July–September) · M03–M05

Weeks 9–12 (6 July → 2 August) · M03
• Item · Owner · Notes
• � LEXR Phase 1 opinion delivered · L · The legal foundation for everything that follows
• Opinion internalized: changes pushed to whitepaper, Cell pre-sale strategy, transferability

framework · B · Per Post-LEXR Playbook Branch-A days 30-60
• Stiftungsrat candidate first approaches initiated · B+L · Seat 2 (Swiss-legal) first, per

`Stiftungsrat_Candidate_Shortlist.pdf`
• First positive cryptographer reply expected · C · Typical academic response time
• F&F bridge first close (target $25k-$50k from first 2-3 candidates) · B · Funds Phase 1 LEXR

fee
Weeks 13–16 (3 August → 30 August) · M04
• Item · Owner · Notes
• � Algorand xGov grant disbursement received · E · 300,000 ALGO into foundation treasury
• � LEXR Phase 2 (Stiftung formation) triggered · B+L · Per Engagement Proposal § 2.2 trigger
• Treasury custody ceremony scheduled (cold-reserve SSS setup, Trezor-based) · B+S · Per

`contracts/Treasury_Custody_Architecture.md` § 3.3
• Foundation deed (Stiftungsurkunde) drafted by LEXR · L · First draft within 4 weeks of Phase 2

trigger
• Initial Stiftungsrat first commitments confirmed (target: 3 of 5 seats) · B+S · Per Shortlist § VI
• Domain ownership confirmed in foundation's name · B · Transfer from personal to Stiftung

post-formation
Weeks 17–20 (31 August → 27 September) · M05
• Item · Owner · Notes
• � Foundation deed signed before Swiss notary · B+L · One physical visit, Zug
• � Commercial register filing · L · 2-week processing typical
• Stiftung initial endowment (CHF 50,000) transferred from F&F capital · B+S · Per Article 4

budget
• Bank account opened with SEBA / Sygnum / AMINA (or equivalent crypto-friendly Swiss bank) ·

B · Required for Stiftung operations
• First independent reviewer engaged for inscription contract (second pair of eyes pre-audit) ·

B+C · $5k from Accelerator allocation

PHASE III — Open-source release & audit
Q4 2026 (October–December) · M06–M08
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Weeks 21–28 (28 September → 22 November) · M06–M07
• Item · Owner · Notes
• � Stiftung registered (commercial register entry returned) · L · Marks the legal birth of the

foundation
• Press Release 2 — Stiftung formation — distributed · B · Per

`press-and-social/TRELYAN_Press_Release_Templates.md`
• Inscription contract Sealed → Inscribed path complete in PyTeal · B · Per

`INSCRIPTION_CONTRACT_ARCHITECTURE.md` § 8 milestones
• Testnet deployment of contract stub · B · Public Algorand testnet app ID, source published
• First Stiftungsrat formal meeting (Seat 2 + Seat 3 + founder) · B+S · Foundation deed and

bylaws ratified
• Treasury custody ceremony executed (SSS shares distributed) · B+S · The cold-reserve

mnemonic generated
• Wave 2 cryptographer second-round (those who replied positively) — advisory engagement

letters drafted · B+L+C · Paid engagements per cryptographer's preference
Weeks 29–32 (23 November → 20 December) · M08
• Item · Owner · Notes
• � Audit firm engagement signed (firm TBD, scoped by xGov grant) · B+S · Q1 2027 audit start
• Falcon-1024 sig-generation client tool drafted · B+C · Off-chain holder utility
• Whitepaper v1.0 (with LEXR Phase 1 opinion incorporated, cryptographer reviewed) · B+C ·

Public publication
• First two cryptographer advisors named publicly · B+C · Foundation page updated
• Holiday pause — no foundation deliverables 21 Dec → 5 Jan · B · Founder rest is M7 health-stop

relevant

PHASE IV — Audit & advisor confirmation
Q1 2027 (January–March) · M09–M11

Weeks 33–40 (6 January → 1 March)
• Item · Owner · Notes
• � Smart-contract audit conducted · A · 6-8 week typical audit duration
• Audit findings remediated (any HIGH or MEDIUM severity issues addressed before mainnet) ·

B+A · Iteration with auditor
• Cell pre-sale platform technical implementation (KYC integration, tier mechanics, US Reg D

506(c) verification) · B+L · 6-8 week build
• Stiftungsrat Seat 4 and Seat 5 filled (operations + optional commercial) · B+S · Per Shortlist §

VII
• Cryptographer advisory board confirmed (≥ 2 named advisors) · B+C · Satisfies Section II R1

stop condition
Weeks 41–44 (2 March → 29 March)
• Item · Owner · Notes
• � Audit report published · A · Public PDF, IPFS-pinned
• Inscription contract mainnet deployment (Sealed → Inscribed path only) · B+A · Conditional on

clean audit
• Pre-sale platform testnet open to private testers · B · Stiftungsrat + advisors test first
• LEXR Phase 3 (Cell pre-sale legal opinion) triggered · B+L · Per Engagement Proposal § 2.3
• US counsel Phase 1 opinion delivered (Reg D 506(c) compliance) · B+L · Parallel to LEXR Phase

3

PHASE V — Pre-sale launch
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Q2 + Q3 2027 (April–September) · M12–M17

Weeks 45–52 (30 March → 24 May 2027)
• Item · Owner · Notes
• Pre-sale platform polish + KYC provider live (Parallel Markets or VerifyInvestor for US

accreditation) · B ·
• Marketing infrastructure live: trelyan.foundation polished, social handles confirmed, X bio per

template · B · Per `press-and-social/TRELYAN_X_Bio_And_Landing.md`
• 60-sec video published (Kling-rendered, ElevenLabs voiced, IPFS-pinned) · E+B · Public artifact
• Founding tier application form opens to invited list only · B+S · 24-Cell tier, $40k per Cell
Weeks 53–60 (25 May → 19 July 2027)
• Item · Owner · Notes
• � Founding tier closes — 24 Cells allocated · B+S · Founder reviews each application; 14-day

window
• Founding tier proceeds settled into pre-sale escrow · B · Target $360,000 USD
• Press Release 1 (Founding tier complete) distributed · B · Crypto trade press + Swiss financial

press
• Pillar tier (75 Cells, $15k each) opens — application + lottery · B+S · 14-day window
Weeks 61–68 (20 July → 13 September 2027)
• Item · Owner · Notes
• Pillar tier closes — 75 Cells allocated · B+S · Random lottery from qualified applicants
• Pillar proceeds settled — target $1.125M USD · B ·
• Vault tier (201 Cells, $8k each) opens — public KYC-gated · B+S · First-come from qualified

pool

PHASE VI — Vault tier + pre-genesis
Q4 2027 · M18

Weeks 69–76 (14 September → 8 November 2027)
• Item · Owner · Notes
• Vault tier closes (sold out or window-expired) · B+S · Target $1.608M USD
• Total pre-sale raise reconciled — target $3.69M max · B+S · M3 shortfall stop check: must be ≥

60% of Founding tier sold
• Pre-sale proceeds transferred from escrow to cold reserve · B+S · Per Treasury Custody § 6
• � Founder Commitment Letter Section II — full stop-condition review (18-month checkpoint) ·

B+S+witness · Legal-viability stop, capital stop, cryptographer-advisor stop, etc. — all
evaluated

Weeks 77–80 (9 November → 30 November 2027) → end of 18-month roadmap
• Item · Owner · Notes
• Genesis preparation: smart-contract final review, Cell #1 inscription artifact prepared · B+A+C

· The Manifesto
• All Cell holders receive technical onboarding (Falcon key generation, signing tool, inscription

workflow) · B · Documentation finalized
• Counsel sign-off on genesis ceremony · L+US counsel · Both Swiss and US
End of this roadmap. Phase VII (Q1 2028 → April 2028 genesis) is a separate 5-month launch plan,
drafted at Week 76 with all then-current information.

What this roadmap deliberately omits
• Token price predictions, market-cap projections, valuation models. The protocol commits to
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issuing what it issues. Price is a downstream observation, not an input.

• Marketing/PR spend targets. Per Section III Article 5.1, the foundation does not spend on paid
marketing. Earned media only.

• Discord, Telegram, community management. TRELYAN does not run those channels. The
protocol does not announce. The protocol stewards.

• Listing on exchanges. Post-genesis question. Cell pre-sale and token fair-launch are sufficient
for the project's mission; CEX listings are an optional surface that the Stiftungsrat decides on
post-launch, not a critical-path item.

Failure modes and roadmap reactions
• If this fails · Reaction
• LEXR Phase 1 reveals a structural blocker · Pause for redesign (Post-LEXR Playbook Branch B

or C). Roadmap reset to Week 1 of new Phase I with the new firm.
• xGov grant declined · Algorand Accelerator becomes primary first capital. Roadmap slips ~2

months. F&F bridge target increases to compensate.
• F&F bridge falls short ($< 25k by Week 12) · Phase II Stiftung formation delays until either

Accelerator awards or pre-sale Founding tier provides $50k+ to fund Phase 2 LEXR fee. Project
does not pivot to VC capital.

• First audit finds CRITICAL severity issue · Re-architect. Section II's L1 (legal viability) and the
implicit "technical viability" stop both trigger. Witness review convened.

• Cell pre-sale Founding tier < 60% sold (< 15 of 24) · M3 stop condition triggers. Stiftungsrat
decides: extend window, restructure, or refund. Project does NOT lower-the-bar to ship.

• Founder health stop (Section II H1) triggers · Project pauses. Witness check-in. Stiftungsrat
reviews. Time is not negotiable; the protocol can survive a 3-month pause.

Quarterly review cadence
Every 90 days, this roadmap is reviewed in a 90-minute Stiftungsrat (or pre-formation, witness)
meeting:
1. Read each line item executed in the prior quarter — DONE / SLIPPED / DEFERRED / KILLED
2. Read each line item planned for the next quarter — confirm or revise
3. Update the document. Sign the revision date.
4. Publish a summary to TRELYAN Foundation's public update channel.
The document is dated on every revision. The history of slipped or killed items is preserved — the
roadmap is also the audit-trail of what the founder said he'd do and what actually happened.

"The discipline is in writing. The schedule is one form of that discipline."

TRELYAN_18_Month_Roadmap.pdf TRELYAN Foundation · brandonjsellam@releone.io


