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Message from Chairman, Michael Castello 
Our second quarter reflects disciplined leadership, meaningful 
progress, and steady momentum across every SEDC 
enterprise. From expansion projects and major infrastructure 
upgrades to financial restructuring and new strategic 
opportunities, we continue moving forward with purpose. Thank you 
for your continued trust as we build a stronger, more diversified future for 
our community.
Roadrunner Express Surges Ahead
Roadrunner Express continued to outperform expectations through Q2, 
maintaining strong tribal employment levels and achieving major safety 
milestones, including a 90-day accident-free record. Drive-thru expansion 
and mobile app ordering are underway, with new terminals delivered and 
installation plans finalized. Traffic-flow challenges remain a priority, 
prompting exploration of traffic-control support and future integration of 
heat-mapping data. Preparations for major Phase II expansion are on 
track, including electrical upgrades scheduled for June and positive early 
findings on sewer capacity.
Red Falcon Resets for Growth
Red Falcon maintained steady customer retention following strong spring 
promotions, while the board addressed performance issues in marketing, 
reporting, and social-media consistency. To strengthen operations, Red 
Falcon leadership agreed to suspend its monthly management fee for 
the remainder of the year, reallocating resources toward improved digital 
marketing. Inventory and cash-flow controls are being implemented, and 
SCE approved electrical upgrades—including trenching and 
power-pedestal installation—will be completed in June.
RIVR Shifts Toward Exit Strategy
RIVR operations entered a focused transition period in Q2. The Fresh 
Market grocery store launch generated substantial retail sales, and 
reconciliation efforts are currently underway to address outstanding 
receivables and billbacks. Approximately 120,000 new cans were 
produced and delivered for storage as the Board continues to evaluate 
long term strategic options. These options include potential consignment 
models, targeted discounting, or a full wind down. The Board has already 
had several prospective buyers and partners who have already 
expressed interest in RIVR’s future. These options will be presented at 
the August shareholder meeting. 
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MISSION STATEMENT:
The Soboba Economic Development Corporation's mission is to diversify the Tribe's revenue

source and ensure sustainability for the next seven generations and beyond.

VISION:
To become a self-reliant, self-suf f icient, and sustainable economic driver for the Soboba Band of Luiseño Indians.

Winchester Gateway Gains Momentum
The Winchester project advanced through key 
feasibility and land-use studies this quarter. 
Updated ERSC analyses showed fewer 
flood-mitigation concerns, confirming the viability 
of commercial development on multiple parcels. 
A detailed development prospectus is in 
development to facilitate engagement with major 
commercial tenants and big-box retailers. 
Additional concepts including sports fields, 
hotels, EV charging, and other opportunities are 
under review. 

Roadrunner Expansion: Engineering 
Moves Forward
Phase II plans for the expanded Roadrunner site 
progressed with improvements to electrical 
systems, engineering evaluations, and 
gaming-system review. Electrical work scheduled 
for early June is expected to significantly reduce 
utility costs, while parallel sewer studies continue 
to support expansion timelines. Naming and 
branding were confirmed, with the car-wash 
concept remaining under the Roadrunner name 
for customer consistency.

Fishing Lake Feasibility Takes Shape
Significant progress was made on evaluating a 
potential fishing lake and hatchery. 
SeaWorld-affiliated experts conducted studies, 
reviewed tribal water systems, and provided detailed 
operational insights. Q2 included on-site tours of 
existing hatcheries and scheduling of a Soboba site 
visit for deeper feasibility work. Early findings 
indicate both recreational and commercial viability, 
with minimal environmental impact. 

SSBCI: Program Structuring Continues
The SSBCI program advanced with consultations 
involving Treasury, Legacy Bank, and Baker Tilly. 
Key clarifications were received regarding 
expenditure rules, capital-at-risk mechanics, and 
account-segregation requirements. Legacy Bank 
expressed capacity concerns, prompting exploration 
of alternative vendor support and backup options. 
Follow-up meetings continued throughout the quarter 
to finalize an actionable implementation pathway.
Operational Strength Across SEDC 
Enterprises
Across all enterprises—Roadrunner, Red Falcon, 
and RIVR—Q2 emphasized financial stabilization, 
improved reporting, personnel development, and 
infrastructure modernization. The Board oversaw 
safety improvements, management-training 
initiatives, customer-service reviews, and technology 
upgrades. 
Multiple incidents were reviewed with no major 
security concerns, supporting scaled-back reliance 
on DPS and expansion of internal training and 
operational readiness.




