OF Cook COUNTY

Cook County Juvenile Detention Center
1100 S. Hamilton C-011 (Lower Level)
Chicago, lllinois 60612

Part 1 - Review

Purpose of Position:
(330 ILCS 45/10) (from Ch. 23, par. 3090)
Sec. 10. Superintendents and counties.

(a) The executive powers of the Commission shall be vested in a superintendent selected or appointed by a vote

from a majority of the full Commission membership and who shall have received an honorable discharge from the
armed forces of the United States.

« Priorities and objectives for this rating period:
To measure an individual’s performance in relation to his or her goals, expectations and aspirations for self-
improvement, as well as to gauge the broader objectives of the organization.

1. Comments regarding how the employee fulfilled the purpose of the position during this review period:

ARICOLA: « Superintendent Soto continues to exemplify professionalism in every aspect of her position.
She always takes pride in the work performed showing a high degree of competence, skills, energy,
commitment, and determination when working with all stakeholders, clients, staff, executive board
members, and organization members. She exemplifies the attributes of a great role model to her
subordinates with respect to her supervisory position.

BROWNE: * The priorities of providing more services and increasing the amounts offered to veterans have
been outstanding. The implementation of more VACCC offices at various locations in the suburbs and city
has provided more veterans to find out about their benefits and services. The superintendent has always

2, Comments on how the employee addressed the priorities of and met established objectives during this
review period:

ARICOLA: « Superintendent Soto performed flawlessly in ensuring that objectives and deadlines are met
effectively without any problems through appropriate prioritization despite shortages and stress. She
remains diligent to properly manage priorities in meeting objectives.

BROWNE: - Priority in staff hiring, public relations, and professional development has been a major priority
in increasing staff and professional development and continues to increase.

The superintendent displays a positive fairness and ethical conduct in her decisions; she has built trust with
the team and constant communications with the staff are shown in her ability to move forwards with the
goals and aims of the VACCC.

DeGROOT: « Superintendent Soto has and continues to work with the board on suggesting priorities and

understanding the priorities of the board. The proof is the continued breaking of records each quarter for all
maior cateaories of assistance the VAC.C.C. offers



3. Comments on personal attributes (Examples - Integrity, reliability, being a good team player, clear oral
and written communication skills, effective listening, willingness to learn; If in a leadership position also
consider how well the employee set clear goals and expectations for subordinates, how well she/he set a
good, positive example, how well the work-team met the needs of its customers):

ARICOLA: - Comments on personal attributes (Examples - Integrity, reliability, being a good team player,
clear oral and written communication skills, effective listening, willingness to learn; If in a leadership position
also consider how well the employee set clear goals and expectations for subordinates, how well she/he set
a good, positive example, how well the work-team met the needs of its customers):

Superintendent Soto exhibits a clear example of integrity and always worked well as a team player with the
County, staff, executive board, and members. Oral and written communications are always clear, concise,
submitted on time and complete, She's always been reliable and a very effective leader with all
stakeholders. This is exhibited in the oral and written reports generated, budgeting, and collaboration with
staff. Her work with staff and shorthanded resources has led to record setting numbers in clients served
despite being understaffed. She works diligently to provide evidence necessary to justify the need to retain
more staff and finances to fulfill the VACCC mission. Stakeholder feedback has been exceptional and
verified by the increases from County.

BROWNE: « During the past quarter, the superintendent has achieved several notable successes while also
displaying opportunities to strengthen partnership and leadership with her staff and partner organizations. |
am confident the superintendent will continue expanding and improving services for veterans and their
families. She is an excellent team player.

DeGROOT: « Superintendent Soto again is always conscience of how transparency in everything we do at
the VACCC is naramount. When | auestion staff. thev are all extremelv haoov in their workina environment.

4. Summary comments and feedback - Use this section to summarize key successes, identify
opportunities to improve, and/or express overall performance satisfaction or dissatisfaction:

ARICOLA: - Summary comments and feedback - Use this section to summarize key successes, identify
opportunities to improve, and/or express overall performance satisfaction or dissatisfaction:

The continued success of the organization is largely due to Superintendent Soto's ongoing collaboration
with all stakeholders, being a professional with energy, dedication, and passion. It continues to be a delight
to work with her, and it's often expressed by our members during meetings. With new challenges come
more opportunities to grow and expand services delivered. Through our continued transitioning with
increased revenue and staff, there's no doubt Superintendent Soto can lead, direct, and manage affairs
effectively. There are no improvements to suggest now.

BROWNE: « Create more opportunities for ongoing dialogue with the county staff and partner organizations.
DeGROOT:  Last review | was somewhat critical of the time frame Superintendent Soto took to respond to
some questions/issues | brought up. That certainly has not been the case since. | can honestly say the
hiring of Superintendent Soto a short couple of years ago,was one of the best things | have ever done to
support veterans. It seems that our Superintendent actually seems to want to improve her skills to even a
higher level. The growth of Superintendent Soto and our VACCC is best described as a Cinderella story.
DUFF: « Overall, Elizabeth's performance this year has been outstanding. She successfully combines a
deep sense of compassion with a high level of professionalism, which directly benefits our veterans daily.
She has proven to be dependable, highly adaptable, and profoundly committed to the Veterans Assistance
Commission's mission. The effort and compassion she invests in this role are deeply valued. Moving
forward, she has demonstrated clear potential for continued growth, particularly in leadership roles—a
progression she has absolutely earned.



Employees Comments

| am deeply humbled and grateful for the thoughtful and generous feedback shared in this review. It is an
honor to serve as Superintendent of the Veterans Assistance Commission of Cook County and to work
alongside such a dedicated Staff, Veterans from our Commission, and community partners who share the
common purpose of serving our Veteran community.

Every milestone we have achieved reflects the collective commitment, professionalism, and compassion of
our team. | am proud of how far the VAC has come and inspired by the tremendous potential that still lies
ahead. Our progress, from expanding outreach across Cook County to breaking historic records in
Veteran assistance month to month is a demonstration to what we can accomplish together when guided
by integrity, accountability, and the mission of service.

| remain committed to advancing operational excellence, empowering our staff, and ensuring that every
Cook County Veteran and family member who walks through our doors is met with the respect, dignity,
and care they deserve. Thank you for your trust, partnership, and continued support as we build upon this
foundation to strengthen the VACCC for years to come.

With gratitude,

Elizabeth D. Soto

Superintendent
Veterans Assistance Commission of Cook County
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Part 2 - Performance planning for the next review period

Priorities, objectives, and developmental goals for the next rating period, which will

cover the following dates: 30Sept2025-30Sept2026

Instructions: Employee will complete this form prior to the next meeting after the review date; the
reviewer (or designated reviewers) will meet with and discuss the employee’s input. Employee and
reviewer(s) will agree upon objectives, revise as needed, and then date and sign a final draft.

In the upcoming review period, my primary focus will be on strategic growth, program expansion, and
deepening the impact of the VAC across all communities we serve within Cook County.

| intend to prioritize the continued hiring of additional qualified staff to strengthen and expand the Veteran
Service Officer (VSO) program. By increasing our team capacity, we can ensure that more Cook County
Veterans are effectively connected to the benefits and services they are entitled to. This growth will also
allow for more equitable distribution of services throughout all 17 Commissioner districts and provide the
foundation for long-term operational stability.

An additional objective will be to expand outreach efforts with a focus on under served Veteran populations.
Through strategic partnerships, community events, and collaborations with local municipalities, we will
increase visibility and awareness of VAC programs, ensuring no Veteran is left unaware or unsupported.

| also plan to launch and expand several new initiatives designed to meet evolving Veteran and family
needs, including the following programs:

Computer Literacy Program:

Providing digital literacy training for Veterans and their immediate dependents to enhance access to online
benefits, education, and employment opportunities.

Service Animal Assistance Initiative:
Expanding our support for Cook County Veterans who rely on service and emotional support animals by
assisting with related costs and connecting them to reliable partner organizations.

Permanent VA Food Pantry Collaboration:
Working in partnership with the U.S. Department of Veterans Affairs to establish an additional permanent
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	Text1: ARICOLA: • Superintendent Soto continues to exemplify professionalism in every aspect of her position. She always takes pride in the work performed showing a high degree of competence, skills, energy, commitment, and determination when working with all stakeholders, clients, staff, executive board members, and organization members. She exemplifies the attributes of a great role model to her subordinates with respect to her supervisory position.
BROWNE: • The priorities of providing more services and increasing the amounts offered to veterans have been outstanding. The implementation of more VACCC offices at various locations in the suburbs and city has provided more veterans to find out about their benefits and services. The superintendent has always been professional in her dealing with the public. The superintendent has been on target with the priorities and goals of the VACCC. 
DeGROOT: • Superintendent Soto has exceeded expectations in continued growth as a true leader by example. Always responding to any inquiries I may have, 7 days a week, to include evenings. Totally focused on the mission she has taken on to grow our agency and fulfill the task of helping the veterans community. This attitude has been contagious among our staff who seem to be in lock step.
DUFF: • Elizabeth truly embodies the mission of serving our veterans. Over the past review period, the care and dedication she brings to every case are immediately apparent. She goes beyond basic task completion, ensuring every veteran feels supported and genuinely heard. Her follow-through is exceptional; she stays engaged until the veteran has everything they need. Elizabeth is highly dependable and consistently goes the extra mile to prevent oversights. This level of commitment is a defining characteristic of her role.
GUTIERREZ: • Superintendent Elizabeth Soto has fulfilled the responsibilities of her position with professionalism, discipline, and a strong commitment to the mission of the Veterans Assistance Commission of Cook County. She successfully maintained control over daily operations while ensuring compliance with statutory requirements and County administrative standards. Under her leadership, the VACCC distributed a record $221,428.70 in emergency financial assistance to 990 veterans during the third quarter, the highest in the agency’s history. She advanced the establishment of new VACCC service locations, including the 69 West Washington office nearing completion and the Rolling Meadows Courthouse office entering the planning phase, initiatives that will significantly expand accessibility for veterans across Cook County. She also provided consistent communication to the Executive Board and membership, offering clear reporting on budget utilization, staffing, and outreach performance. Superintendent Soto has demonstrated the ability to balance strategic oversight with hands-on operational management, ensuring that every initiative advanced the Commission’s purpose of serving veterans and their families with integrity and efficiency.
JACOBS: • Superintendent Soto always gives 100% of her energy to the VACCC! She performs every task for beneifit of the Veterans within Cook County.
SEGURA: • Elizabeth continues to push the VACCC forward with the support of her amazing staff. She continues to raise the bae for future Superintendents to come.
	Text2: ARICOLA: • Superintendent Soto performed flawlessly in ensuring that objectives and deadlines are met effectively without any problems through appropriate prioritization despite shortages and stress. She remains diligent to properly manage priorities in meeting objectives.
BROWNE: • Priority in staff hiring, public relations, and professional development has been a major priority in increasing staff and professional development and continues to increase.
 
The superintendent displays a positive fairness and ethical conduct in her decisions; she has built trust with the team and constant communications with the staff are shown in her ability to move forwards with the goals and aims of the VACCC.
DeGROOT: • Superintendent Soto has and continues to work with the board on suggesting priorities and understanding the priorities of the board. The proof is the continued breaking of records each quarter for all major categories of assistance the VACCC offers.
DUFF: • Elizabeth has done an excellent job of meeting—and often exceeding—performance expectations. She expertly manages a full and demanding workload, maintaining organization and refusing to shy away from complex challenges. When organizational priorities shift, she is notably quick to adapt, ensuring momentum is maintained. Even under pressure, she remains steady and focused, and her work quality never diminishes. Her ability to handle change and proactively solve problems is a major strength and a significant asset to the team.
GUTIERREZ: • During this evaluation period, Superintendent Soto made measurable progress toward key organizational goals. She oversaw staffing growth from seven to ten full-time employees and created a clear framework to expand to twenty positions in the upcoming fiscal year, with fifteen of those roles dedicated to accredited Veteran Service Officers. Her supervision led to improved productivity and outreach, with the number of veteran interactions increasing nearly threefold and public events expanding from 37 in the second quarter to 61 in the third. She presented and defended a $3.35 million FY26 budget proposal, an increase of more than $600,000 from the prior year, earning broad support from county leadership through well-prepared data analysis and justifications. She also strengthened relationships with county departments, veteran service organizations, and the federal VA, ensuring that the VACCC remained visible, responsive, and accountable across all districts.
JACOBS: • The priority of the VACCC is to assist Veterans in Cook County, and Superintendent Soto attacks this task with everything she has!
SEGURA: • In the latest reporting year, Elizabeth has grown the team to assist in pushing essential services across the county.
	Text3: ARICOLA: • Comments on personal attributes (Examples - Integrity, reliability, being a good team player, clear oral and written communication skills, effective listening, willingness to learn; If in a leadership position also consider how well the employee set clear goals and expectations for subordinates, how well she/he set a good, positive example, how well the work-team met the needs of its customers):

Superintendent Soto exhibits a clear example of integrity and always worked well as a team player with the County, staff, executive board, and members. Oral and written communications are always clear, concise, submitted on time and complete, She's always been reliable and a very effective leader with all stakeholders. This is exhibited in the oral and written reports generated, budgeting, and collaboration with staff. Her work with staff and shorthanded resources has led to record setting numbers in clients served despite being understaffed. She works diligently to provide evidence necessary to justify the need to retain more staff and finances to fulfill the VACCC mission.  Stakeholder feedback has been exceptional and verified by the increases from County.
BROWNE: • During the past quarter, the superintendent has achieved several notable successes while also displaying opportunities to strengthen partnership and leadership with her staff and partner organizations. I am confident the superintendent will continue expanding and improving services for veterans and their families. She is an excellent team player.
DeGROOT: • Superintendent Soto again is always conscience of how transparency in everything we do at the VACCC is paramount. When I question staff, they are all extremely happy in their working environment, which is a testament to her leadership.
DUFF: • ​Elizabeth's integrity and strong work ethic are exceptional. She consistently approaches her duties with a positive attitude, is thorough and precise, and treats veterans and colleagues with genuine respect. She is a strong listener and a clear communicator, always willing to assist others. Even when facing adversity, she maintains a professional, calm, and solutions-driven demeanor. She leads by example every day, contributing significantly to a positive team culture.
GUTIERREZ: • Superintendent Soto’s leadership is marked by integrity, professionalism, and consistent dedication to the veterans’ community. She communicates with clarity and precision, ensuring that staff, commissioners, and member organizations remain informed and aligned. Her management style combines accountability with empathy, fostering a motivated, cohesive team culture. She demonstrates excellent reliability and follow-through, maintaining transparency in budget discussions, staff performance evaluations, and inter-agency coordination. Her collaboration with legal counsel and attention to governance reforms underscore her understanding of organizational risk and her commitment to compliance. Superintendent Soto represents the VACCC and its mission with confidence and respect in public settings, reinforcing the Commission’s reputation as a trusted advocate for veterans.
JACOBS: • Elizabeth Soto is highly reliable! When she speaks or writes, her message is very clear.
SEGURA: • Elizabeth is very articulate and observant. It allows her to communicate effectively with staff, the commission, and  the community she serves.
	Text4: ARICOLA: • Summary comments and feedback - Use this section to summarize key successes, identify opportunities to improve, and/or express overall performance satisfaction or dissatisfaction:

The continued success of the organization is largely due to Superintendent Soto's ongoing collaboration with all stakeholders, being a professional with energy, dedication, and passion. It continues to be a delight to work with her, and it's often expressed by our members during meetings. With new challenges come more opportunities to grow and expand services delivered. Through our continued transitioning with increased revenue and staff, there's no doubt Superintendent Soto can lead, direct, and manage affairs effectively.  There are no improvements to suggest now.
BROWNE: • Create more opportunities for ongoing dialogue with the county staff and partner organizations.
DeGROOT: • Last review I was somewhat critical of the time frame Superintendent Soto took to respond to some questions/issues I brought up. That certainly has not been the case since. I can honestly say the hiring of  Superintendent Soto a short couple of years ago,was one of the best things I have ever done to support veterans. It seems that our Superintendent actually seems to want to improve her skills to even a higher level. The growth of  Superintendent Soto and our VACCC is best described as a Cinderella story.
DUFF: • Overall, Elizabeth's performance this year has been outstanding. She successfully combines a deep sense of compassion with a high level of professionalism, which directly benefits our veterans daily. She has proven to be dependable, highly adaptable, and profoundly committed to the Veterans Assistance Commission's mission. The effort and compassion she invests in this role are deeply valued. Moving forward, she has demonstrated clear potential for continued growth, particularly in leadership roles—a progression she has absolutely earned.

​Highlighted Contributions (Beyond Scope)
​We must also highlight that Elizabeth consistently operates far beyond the day-to-day responsibilities of her position. She proactively takes the initiative to create meaningful experiences for our veterans, including supporting high-profile events like the Salute to Service outing with the Chicago Bears and coordinating community opportunities that boost spirits and build valuable connections.
​Furthermore, she has played a key role in expanding food support programs for veterans, demonstrating both compassion and creativity in ensuring basic needs are met with dignity.
​Elizabeth is not only hardworking; she brings new ideas, strong follow-through, and genuine passion to this work. She is an incredible, intelligent, and inspiring member of this team, and we genuinely believe she represents the future of the Veterans Assistance Commission of Cook County.
GUTIERREZ: • For the upcoming rating period, Superintendent Elizabeth Soto’s priorities will center on operational excellence, workforce development, and the consistent delivery of meaningful, well-attended veteran services. Her objectives include completing the digitization of Commission records in partnership with County IT and legal counsel to strengthen data accuracy, accountability, and long-term record management; achieving full accreditation for all Veteran Service Officers to improve claims processing efficiency and expand capacity; and establishing a standardized monthly reporting dashboard to track outreach outcomes, assistance trends, and budget utilization. A key developmental goal will be to prioritize the quality and impact of outreach events over sheer quantity, ensuring that each engagement is well-planned, adequately staffed, and strategically targeted to reach veterans who will benefit most. Superintendent Soto will also develop a succession and professional development framework for supervisory staff to sustain continuity and institutional knowledge. These goals collectively aim to deepen the effectiveness of VACCC operations, ensuring that future outreach and service efforts reflect both the scale and the substance expected of a leading veterans’ agency.
JACOBS: • Under the leadership of Elizabeth Soto the VACCC has risen from nothing to avery powerfull force for the benifit of the Veterans of Cook County.
SEGURA: •  Elizabeth, thank you for your strong commitment to the staff and veterans you serve. Your service is exemplary and we're lucky to support you and the commission.
	Text5: I am deeply humbled and grateful for the thoughtful and generous feedback shared in this review. It is an honor to serve as Superintendent of the Veterans Assistance Commission of Cook County and to work alongside such a dedicated Staff, Veterans from our Commission, and community partners who share the common purpose of serving our Veteran community. 



Every milestone we have achieved reflects the collective commitment, professionalism, and compassion of our team. I am proud of how far the VAC has come and inspired by the tremendous potential that still lies ahead. Our progress, from expanding outreach across Cook County to breaking historic records in Veteran assistance month to month is a demonstration to what we can accomplish together when guided by integrity, accountability, and the mission of service.



I remain committed to advancing operational excellence, empowering our staff, and ensuring that every Cook County Veteran and family member who walks through our doors is met with the respect, dignity, and care they deserve. Thank you for your trust, partnership, and continued support as we build upon this foundation to strengthen the VACCC for years to come.



With gratitude,



Elizabeth D. Soto



Superintendent

Veterans Assistance Commission of Cook County
	Text6: In the upcoming review period, my primary focus will be on strategic growth, program expansion, and deepening the impact of the VAC across all communities we serve within Cook County.

I intend to prioritize the continued hiring of additional qualified staff to strengthen and expand the Veteran Service Officer (VSO) program. By increasing our team capacity, we can ensure that more Cook County Veterans are effectively connected to the benefits and services they are entitled to. This growth will also allow for more equitable distribution of services throughout all 17 Commissioner districts and provide the foundation for long-term operational stability.

An additional objective will be to expand outreach efforts with a focus on under served Veteran populations. Through strategic partnerships, community events, and collaborations with local municipalities, we will increase visibility and awareness of VAC programs, ensuring no Veteran is left unaware or unsupported.

I also plan to launch and expand several new initiatives designed to meet evolving Veteran and family needs, including the following programs: 

Computer Literacy Program: 
Providing digital literacy training for Veterans and their immediate dependents to enhance access to online benefits, education, and employment opportunities. 

Service Animal Assistance Initiative: 
Expanding our support for Cook County Veterans who rely on service and emotional support animals by assisting with related costs and connecting them to reliable partner organizations. 

Permanent VA Food Pantry Collaboration: 
Working in partnership with the U.S. Department of Veterans Affairs to establish an additional permanent food pantry within Cook County, ensuring year round access to nutritional support for Veterans and their families.

Infrastructure and Accessibility Expansion:
I will continue leading efforts to open new VAC offices in under served communities throughout Cook County. Establishing additional locations will not only enhance accessibility but also strengthen our presence and responsiveness across all regions.

Professional and Organizational Development:
To support these goals, I will continue pursuing leadership development opportunities, foster staff training and accreditation, and implement performance measurement tools that promote accountability and continuous improvement across the organization.

Together, these objectives will ensure that the VAC continues to grow with purpose, expanding its reach, deepening its impact, and reinforcing our mission to serve every Cook County Veteran and family with excellence.

Elizabeth Soto
Superintendent
Veterans Assistance Commission of Cook County
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