


HR would like to express its gratitude to all the actors that were involved in the pro-
cess of developing the content of the Eurojust Competency Framework.

Prepared by the HR Development team.

Photos and images in this publication: © Eurojust; Shutterstock



Table of Contents

0] 4] o OO iii
1. Introduction to COMPEtENCIES....cccumimimsmsmmsmsmsmsssmsmsssssssssssssssssssssssssssasssssssss 1
1.1 Competence and COMPELENCY7.....reremeerrerseeseersessseessesssesssessssesssesssssssessessans 1
1.2 The benefits of using competencies in EUrOjuSt......oeeeseeesnneessseesssneesnnes 1
1.3 How the Eurojust competency framework will be used? ........ccoeneerneeneeen. 2
2. The Eurojust competency framework 5
2.1 Principles and VAlUES ... eeereeeesessseesseessssssessseesssssssesssessssesssesssssssessessans 5
2.2 COMPELEIICIES wvurrvrreereeseeseessssssessesssessesssessses s s ssse st s ssss s s s sssssnsanes 6
2.2.1  Technical COMPELENCIES .......ccervrreerrssssierissssessisssssessissssessisssssessassssessasssees .6
2.2.2  COIre COMPELENCIES ..coevrursirrissiirnssissssssisssisisssissssssssssssssssssassssssssssessssssassssses e 6
2.2.3  Leadership COMPELONCIES.......owwrmereomeerssesesisssesssssessssssssssssssssssssasssssssssessesssssseess 7
3. The structure of the Eurojust competency framework...........coucuurereunnes 9
3.1. Competency definition ... 9
3.2. Competency levels (core and leadership) .....oeeneeneenseeneesnseeseessesesseesseeens 9
3.3. Behavioural Cat@gOTIes ... rieeeseeeerseesseesssesssesssessssesssssssss s sssessssssssessssssssssssessans
3.4. Sources of evidence........cronssinnnens

3.5. Example of the competency model

4. Applying the competency framework 11
4.1 Core competencies

4.2 Leadership competencies

5. Demonstrating COmpetence.........umsmmsmsmsmsssssssssssssssssssssssssssas 15
5.1. HOW t0 MEASUTE COMPELENCE .reerrerrrrereeseeesrersseesessssesssessssesssesssessssssssessssssssssssessnnes 15
5.2 WHhat iS @VIAENCE? ...t sssrans 16
5.3 Presenting and discuSSing @VIAENCE .......ccweeerreerreemeemsersensseesssessseesssesssessseesnes 16
6. Available SUPPOIt...cmmmmmrssssss s ———————— 19
7. Glossary 21
ANNEX 23

Eurojust Competency Framework - i






Foreword

Eurojust, like many other organisations, must deliver timely and high-quality ser-
vices in a very challenging world, in which resources are limited and issues move
quickly. Inevitably, we are challenged to focus on our priorities and ensure we are
optimising our efforts.

Increasingly, success is determined not just by ‘what we do’ but also ‘by how we
do it. Therefore, we must be absolutely clear about those attributes, skills and ex-
perience that make a difference in Eurojust. For this reason, we have taken the
opportunity to develop a framework that will support you in continuing to deliver
success in your work.

This guide is intended to be a simple tool that explains competencies and how they
will be used in the management of Eurojust’s human resources.

By applying a competency framework, the organisation will:

Help staff members clarify what is expected from them and assess their own
performance

Ensure our performance management and personal development processes are
coherent and fair and designed to improve competencies and organisational be-
haviour

Encourage effective communication and working relationships throughout Eu-
rojust

Identify common, shared norms and principles of behaviour, embedded in a
common culture

This guide is a reference point to further develop your capabilities and familiarise
you with the framework.

[ would like you to use it to deliver excellence in your job, develop personally, and

thereby derive real satisfaction from your employment with Eurojust.

Klaus Rackwitz
Administrative Director
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1. Introduction to Competencies

1.1  Competence and competency?

Many definitions can be found for competence and competency, and confusion
arises when these words are used interchangeably. To perform effectively in a

given job, role or situation within Eurojust, staff members need to demonstrate
proficiency in both areas.

Generally, the competency framework defines how a staff member should perform
his/her work, or, more simply, how the staff member should behave in the workplace,

whereas the job profile defines what the required performance of the job should entail.

Throughout this guide, and within Eurojust, we use the following definitions :

- COMPETENCY COMPETENCE

The person The job

Focus
How What
The skills, knowledge, attributes The output and what must be
and behaviours observed on how to achieved from the assigned
achieve the assigned job, task, orrole.  job, task, or role.

Definition

Any attribute that supports perfor-  The ability to do something
mance in a job or role. successfully or efficiently.

A PSex sl Competency framework Job profile

1.2 The benefits of using competencies in Eurojust

Competencies focus on factors that contribute to staff members’ and organisa-
tions’ success. Clearly defined competencies provide a useful tool for everyone.

Staff members:

know what behaviours are expected in their job or role;

are recognised for the skills, knowledge and behaviours that are vital to every
job or role;

can see clearly how to improve in their current job or how to develop further for
future career growth; and

can identify and adapt their skills and behaviours when moving into a new job or role.
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Managers:

have clear, fair and unbiased statements to use when discussing performance,
which also facilitates the setting of appropriate job objectives for their staff;
have a common baseline and language to use when giving staff members feed-
back on their performance;

can identify an individual staff member’s learning or development needs, and
better structure the staff member’s development and training; and

can define career paths, provide support in filling vacant jobs, and help people
grow in different jobs.

Eurojust:

can identify the organisation’s needs, particularly with regard to targeting re-
sources for staff learning and development and career development;

can be confident that it will recruit, develop and promote the right people, with
the right core skills and qualities needed to meet Eurojust’s goals;

can contribute to shaping and sustaining the culture of the organisation; and
can provide career opportunities that bring out the best in a staff member’s
abilities, behaviours and contributions.

1.3 How the Eurojust competency framework will be used?

Competencies are a vital part of people-management processes and help organisa-
tions perform better in the way HR management is applied.

Below you will find an overview of how the competency framework will be used/
applied within Eurojust.

RECRUITMENT & SELECTION

Purpose: To provide fair and » Managers need to establish the competency levels
unbiased criteria for choosing needed to successfully carry out the role.

who to employ and make sure

O NENNI L ERelS il » Job profiles need to reflect the level of competency
same framework needed for the role, along with any professional or
specialist skills and the expected outputs.

» Attract and assess candidates against common stand-
ard and organisational aspirations.

» Candidates need to provide examples that demon-
strate the core competency at the relevant level.
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PERFORMANCE MANAGEMENT

Purpose: To provide fair and un- » Managers and staff members have a common refer-

biased statements to help man- ence to use throughout the year to track progress, give

agers and their staff members regular feedback and (self-)assess performance.

discuss and assess performance » The goal is not only to look at what is done but also
how it is done. Feedback becomes more concrete
against existing standards.

» Provides structure and scope to the setting of perfor-
mance objectives against agreed indicators that will
support the appraisal assessment.

» Sets out a framework to identify and manage poor

performance and establish desirable behaviours.

LEARNING & DEVELOPMENT

Purpose: To help the organisa- Managers can identify, discuss and agree upon learn-
tion and staff members identify ing opportunities with staff members in a focused
areas to prioritise their learning way.

and development needs » Staff members plan more meaningful development
plans to meet current organisational and future
personal needs.

» Learning and development opportunities are de-
signed around the competencies, and the learning
outcome is more visible through manager’s observa-
tion and self-reflection.

» Staff member’s capacity to be skilled in more than one

area is increased.

CAREER DEVELOPMENT

Purpose: To provide clear expec- Managers can support staff members’ career and
tations of what skills, knowledge personal development by agreeing upon objectives
and behaviours are needed at based on higher competency levels or behavioural
each level and to show staff categories.

members how they can develop » Staff members can plan and see what competen-

their career by building on their cies and professional/technical skills are needed

current skills to progress to another role and/or another level or
behavioural category.

» Staff members can develop transferable skills and
behaviours to remain employable throughout their
working lifetime while jobs and careers change.

» The organisation can develop future successors and
increased mobility by minimising the costs of recruit-
ing externally and maximising the benefits of keeping
knowledge and experience within.
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2. The Eurojust competency framework

The Eurojust competency framework sets out the behaviours that are required for
our staff members. The purpose of the framework is to reflect on the core and lead-
ership needs of Eurojust that are relevant to its challenges and sufficiently resil-
ient to accommodate future changes. They form a common, transparent reference
across the organisation within a structured and accessible framework.

The competency framework is aspirational - no staff member is likely to be excel-
lent in all behaviours in the model, but Eurojust wants its staff members to aspire
to make the most of their strengths and develop continuously to deliver Eurojust’s
objectives. The framework intends to provide a greater understanding of what is
needed to work successfully within Eurojust and strives to create a common culture.

CORE
Competencies

LEADERSHIP
Competencies

Principles TECHNICAL
and Values Competencies

The competencies are supported by agreed common values and principles, which
describe what is important to the staff members of the organisation. All these
influence the way staff members do their jobs and how they go about achieving
Eurojust’s vision and mission statement by outlining the organisation’s expecta-
tions and culture.

2.1 Principles and values

For Eurojust to fulfil its mission of serving the common good and the public inter-
est, respect, loyalty and integrity are important. These values are aligned to the main
principles of ethics and conduct of the European Commission and European Ombuds-
man and relate to the Eurojust code of conduct and the Staff Regulations (article 11).
These are: The Eurojust competency framework
reinforces these principles.

INTEGRITY By demonstrating the competencies,
staff members will also be displaying
these values. As a result, the principles
and values are reflected and measured

through the competencies.

RESPECT LOYALTY
A detailed overview of the Eurojust prin-

ciples and values can be found in Annex 1.
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2.2 Competencies

Eurojust has identified three types of competencies:

2.2.1 Technical competencies

Technical competencies - professional qualifications, specialised experience or
depth of know-how/knowledge related to the job. These competencies form the

specific job requirements for the job and role.

The technical competencies can be found in the job profile under the sections that
describe education, knowledge required and specialised experience.

2.2.2 Core competencies
Core competencies - these are ‘soft’ skill attributes, the goal of which is to dem-
onstrate how staff members perform their work and the professionalism inherent

in their approach.

Central to the framework are nine main competency areas that offer a guide to
the performance needs of every job/role across the organisation.

ACCOUNTABILITY ADAPTABILITY

TEAMWORK COMMUNICATION AND

RELATIONSHIP MANAGEMENT

3
SERVICE QUALITY CONTINUOUS LEARNING

AND IMPROVEMENT

PLANNING AND

ORGANISING PROBLEM SOLVING

RESULTS ORIENTATION
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2.2.3 Leadership competencies

Leadership competencies - planning,
organising, controlling and managing
attributes that have a major impact on
how managers make the best use of the
organisation’s human, time, financial
and logistical resources.

The framework contains three compe-
tency elements deemed essential for
those in management roles in the or-
ganisation.

Each of these competencies provide
guidance in the performance needs of
the jobs and roles that are required to
lead others within the organisation.

Leading &
Empowering

Risk taking
& Decision-
making

Vision &
Strategic
Thinking

Eurojust Competency Framework - 7






3. The structure of the Eurojust competency framework

The competency framework is designed to be pragmatic and useful in everyday
work, comprising the core skills needed at different levels and common to all jobs
throughout Eurojust.

3.1. Competency definition

Each competency has a specific definition, describing the competencies the staff
members are required to demonstrate in their work.

3.2. Competency levels (core and leadership)

Competencies are defined in four levels: 1, 2, 3 and 4. The competency levels are
cumulative, so, for example, those staff members on level 2 are expected to be able
to show competence at level 1 as well as at level 2.

Leadership competencies are applicable from level 2 onwards as they apply only to
those jobs/roles in the organisation with responsibility for supervision, manage-
ment and/or leadership of people.

3.3. Behavioural categories

Each competency is defined around three behavioural categories: Role Model, Ef-
fective Behaviour, and Ineffective Behaviour.

Eurojust staff members are required to demonstrate ‘Effective Behaviour’ as this is
the minimum standard required. Additional clarification on how the standards will
be applied in each of the HR processes will be described separately.

Within each category, a number of behavioural descriptors are provided, which
are intended to be illustrative and are neither necessarily all-embracing nor to be
applied in a ‘tick-box’ fashion.

3.4. Sources of evidence

Each competency includes some examples of suitable evidence to show the staff
member’s ability in that area. This list is indicative; staff members/managers may
identify more specific sources of evidence, if needed.

3.5. Example of the competency model

The framework contains a large quantity of information. The following table shows
the main features. The Eurojust competency framework can be found in Annex 1.
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Competency

heading

Level indicator Competency

definition

LEVEL 1

COMMUNICATION AND RELATIONSHIP MANAGEMENT

Staff members are required to demonstrate the below behaviours in their work:

» Use appropriate verbal, non-verbal and written communication skills to
effectively express ideas, build understanding, inform and/or persuade others;

» Seek and listen to the ideas and opinions of others;
» Maintain a professional, courteous and respectful attitude towards others; and

» Build sustainable and respectful internal and external working relationships

Y Role model behaviour Effective behaviour Ineffective behaviour

Expresses oneself Expresses oneself politely ~ Resorts to expressing

politely and respectfully and respectfully, regard- oneself arrogantly/

at all times, even during less of rank or title dismissively/

conflict situations rudely/aggressively or
disrespectfully

Sources of evidence

Feedback from team members, peers and stakeholders:

»  specific examples of how and when the staff member communicated and built
the trust of others

» the staff member’s listening skills
» appropriate balance of usage of e-mails/telephone/personal interaction.

» Review of written documents - reports, correspondence, etc.

Behavioural L
descriptors/features

Behavioural

categories

Examples of
sources of evidence
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4. Applying the competency framework

Applying the competency framework is quite easy. The technical competencies can
be found in the job profile. Each job has an assigned competency level. For the ma-
jority of jobs, the assigned levels are applied in a straightforward fashion.

Nevertheless, the levels can also be used flexibly to suit the needs of the role, re-
sulting in some jobs requiring a much stronger element of one competency than
others. For example, for job "X, all the core competencies are applied at level 1, but
level 2 is required for ‘teamwork’.

Generally, the competency levels are cumulative, so, e.g. those staff members
whose job requires a competency level 2 are expected to demonstrate competence
at both levels 1 and 2.

Please note that the defined competency level in the job profile is the minimum
level required for the specific job and not an indication of the ability of the staff
member to demonstrate these behaviours. In addition, the framework is not based
on what levels the staff members believe their job is but what the organisation
believes is the minimum requirement for that job.

The table below provides information on how the competency levels are applied
to Eurojust’s jobs:

4.1 Core competencies

LEVELS APPLICABLE TO APPLICABLE JOB ROLES

All staff members All administrative roles

Level 1 » Staff members who do not have
line management responsibilities

Heads of Service
Heads of Secretariat
Heads of Sector
Project managers
Senior roles

» Staff members who are re-
sponsible for how other staff
members perform

» Staff members who are respon-

sible for coordinating work with-
Level 2 out necessarily managing people,
but may be involved in program
and project management

» Staff members who need a high
degree of professional/specialist
expertise
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LEVELS APPLICABLE TO APPLICABLE JOB ROLES

» Staff members who are respon- » Middle management roles (HoU)
sible for managing managers » Senior management roles
(two-tier management)

» Staff members who have wide
leadership responsibilities and
strategic role

Level 3

» Staff members who work in roles
that need more longterm focus

LEVELS APPLICABLE TO APPLICABLE JOB ROLES
>

Staff members who are responsi- » Heads of Service

ble for the performance of other » Heads of Secretariat
staff members and have line » Heads of Sector
management responsibilities

Level 2

» Staff members who are respon- Middle management roles (HoU)
sible for managing managers
(two-tier management)

» Staff members who have wide
leadership responsibilities and
strategic role

» Staff members who work in roles
that require a long-term focus

» Staff members with wide Senior management roles
Level 4 leadership responsibilities and
strategic role
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5. Demonstrating competence

Staff members need to demonstrate their competence both in job performance and
required behaviours at the level relevant to the job.

Managers must be aware of staff members’ performance and should encourage
staff members to further develop their competence in both work deliverables and
required behaviours. Development of competence should be set in order of prior-
ity: first for meeting the requirements for the current job, and second to support
staff members’ career development.

5.1. How to measure competence

Managers will need to measure a staff member’s competence for a variety of rea-
sons, including:
Recruitment of new staff members
Performance discussions during probationary period and appraisal
Development of staff members

Career development and mobility to other jobs within Eurojust

The following steps will ensure that the framework is used effectively to measure
competence:

Step ONE

The manager defines the particular outputs/deliverables of the job and
the necessary job requirements.

Step TWO
The manager then identifies the appropriate ‘competency level’ for the job.

Step THREE

The level is incorporated in the job profile and forms part of the required
demonstrated behaviour.

Step FOUR

HR maintains a comprehensive inventory of all jobs, together with their re-
quired competency levels, to ensure consistency when performing horizon-
tal comparison amongst jobs and when evaluating job performance.

Eurojust Competency Framework - 15



Step FIVE

Recruitment/selection. The manager discusses and agrees with the selec-
tion panel members on the competency features that can be specifically
demonstrated and evaluated.

Probation assessment. The manager presents to the staff member the most critical
competency features required for the job and agrees on specific goals and objectives.

Performance appraisal. The manager discusses with the staff member his/her per-
formance against the competency features and deliverables of the job.

Learning and development. The manager discusses and agrees upon development
needs with the staff member, not only to strengthen technical knowledge but also
to improve behavioural competency.

Step SIX

Recruitment/selection. The candidate provides evidence on the applica-
tion form and during the interview/test to show competence against the
required features.

Probation assessment. The staff member demonstrates competence both in terms
of work deliverables and required behaviours.

Performance appraisal. The staff member provides evidence that demonstrates
competence both in terms of work deliverables and required /expected behaviours.

Learning and development. The staff member provides proposals as to how he/she
can develop further the desired competencies required for the current job and also
for future career development.

5.2 What is evidence?

Even though the word ‘evidence’ has a strong legal - and sometimes negative- connota-
tion, in Eurojust the term is used to provide examples or any other proof that helps to
demonstrate competence. The examples used should be observable and measurable.

Two types of evidence can be collected - product evidence and process evidence
(see table on page 23). Sometimes, these types may overlap and show both what
was achieved and how the staff member achieved it.

5.3 Presenting and discussing evidence

Providing evidence is vital in measuring competence and is a responsibility
shared by staff and management. The manager should explain the behaviour he/

Eurojust Competency Framework - 16



she observed; the staff member needs to explain the background of his success/
failure and provide examples to show competence against the descriptors at the
relevant level.

When reflecting on evidence, both managers and staff members should:

Look for evidence that show how the staff member completed a task, as well as
what the staff member has completed. Reflect on the behaviours and skills the
staff member utilised to complete the assigned work and their impact to others.

Use facts and information that show observable results (e.g. providing e-mails
from clients offering their thanks is not sufficient proof of a staff member’s per-
formance ).

Consider the context: what are the challenges and the expectations? Reflect on
the actions taken and on the end result.

Reflect on the occasions that require a different action or reaction - what trig-
gered the behaviour at the time, what needs to be done differently now, how the

manager can assist in that.

Do not overlook simple or routine things that can also demonstrate competency.

PRODUCT EVIDENCE PROCESS EVIDENCE

Examples that show what was Examples that show how
produced/completed the work was completed

Explore how this was

Achievements in related areas and achieved and the level of

work deliverables/job outputs success of the outcome of
RECRUITMENT the behaviour

Written tests, work samples, etc. Self-evaluation, interview

Direct observation of
Work deliverables/job outputs managers during day-to-
day management

PERFORMANCE
MANAGEMENT

Feedback from a customer
Completed assignments, projects, etc.  or colleague who wit-
nessed the behaviour
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6. Available support

Each HR process is supported by a user-friendly guide that provides more detailed
information on the application of the competency-based process.

Recruitment/ Probation Performance .
. . Learning & development
selection assessment appraisal
Recruitment Probation Performance » Competency
HR guide assessment appraisal guide development guide
Tools guide » Various training courses

» Other L&D options

To complement the above tools, a range of additional support is available to Eu-
rojust staff members and managers via the HR Development intranet page and
Eurojust Library resources. Both pages are regularly updated; staff members and
managers are encouraged to use them often.

Last, for individual guidance, HR Development colleagues can provide specialist
advice to both managers and staff.

Eurojust Competency Framework - 19






7. Glossary

The following words are used either in this guide or within the competency frame-
work itself:

Behaviour
is showing some capability, skill or characteristic. The behavioural statements out-
line a set of actions that can be taught, learned and measured.

Behavioural descriptors
are examples of the behaviours that staff members demonstrate when undertak-
ing job-relevant tasks effectively.

Competence
is the ability to do something successfully or efficiently, mainly related to the job
outputs/work deliverables.

Competency
is any attribute that supports performance in a job or role. It can relate to skills,
knowledge and behaviours involved in how one performs the job.

Job profile

is a document summarising specific key responsibilities and job requirements.

Stakeholders/customers
are the staff members or groups that receive and use, or are directly affected by,
our products and services.

Deliverables
are what you need to achieve or produce as the outcome to a project or piece of work.

Evidence
is a collection of relevant testimonials, records, documents, objects or other proof
to help show competency of a staff member in a specific task or activity.

Objectives
are results or tasks that can clearly be measured and are set within a specific time-
scale that relate to your role at work.

Transferable skills
are the abilities, knowledge and skills that can be used in a variety of work situa-
tions or roles (e.g. communication skills).
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INTEGRITY

LOYALTY

RESPECT

» Behave in an honest,
ethical and fair manner at
all times.

» Uphold principles
through the consistent
application of
appropriate decision-
making processes.

» Demonstrate Eurojust’s
values in daily activities
and business interaction
both internally and
externally.

» Actin the interests of
the organisation without
consideration of personal
gain.

» Act transparently and
honestly and avoid any
activity that creates a
conflict of interest.

» Take prompt action in
cases of unprofessional
or unethical behaviour.

» Stand by decisions
and support others’
decisions even if they are
unpopular.

» Know when and how
to use confidential
information.

» Do not abuse power or
authority.

Demonstrate conviction
for the Eurojust vision
and mission in practical
terms.

Support Eurojusts’ vision
and mission publicly and
re-confirm its importance
to the European ambition
in the are of freedom,
security and justice.

Contribute positively to
the reputation of Eurojust
through exemplary
professionalism.

Provide appropriate
advice and guidance
to leaders and exhibit
confidence in the
direction they provide.

Support and encourage
equitable and meaningful
decisions that are taken
for the good of the
organisation.

Respect the resources of
Eurojust and use them
efficiently.

Raise issues when things
are going seriously wrong
and take responsibility
for corrective action

that protects the
organisation’s interests.

Inspire in others a sense
of belonging and loyalty
to Eurojust.

Treat people with dignity
and respect.

Treat all people equally
and fairly.

React positively to the
cultural diversity within
the organisation.

Work effectively with
people from different
backgrounds and with
different perspectives.

Contribute to a positive
work climate and be
polite in all interactions.

Show patience, tolerance
and understanding with
colleagues, even during
high-conflict situations.

Be aware of own biases
and reflect on own
behaviour to avoid
stereotypical responses.

Recognise the efforts
and achievements of
colleagues and offer
praise and support.

Take responsibility
when appropriate and
discourage a culture of
blame.
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1. ACCOUNTABILITY - Level 1

Staff members are required to demonstrate the below behaviours in their work:

» Take personal responsibility for one’s actions, products and decisions.

» Assume responsibility for the quality and timeliness of work, achieving objectives and
results with only the appropriate level of oversight.

» Familiarise with and observe the organisational rules, procedures, codes and standards

» Demonstrate integrity and a commitment to accomplish work in a professional and

ethical manner

Role model behaviour Effective behaviour Ineffective behaviour

A. Accepts full ownership
and responsibility for
one’s work and actions
and visibly demonstrates
that positively to others

B. Strives to raise work
standards and their
achievement

C. Operates effectively and
optimally within given
boundaries of the rules
and procedures

D. Applies the principles
of internal control
standards systematically
in daily work

E. Observes and promotes
the rules and codes with
respect to behaviour,
ethics and integrity and
alerts others in case of
deviation or violation

Accepts full ownership of
and responsibility for one’s
work and actions

Achieves designated quality
standards and recognises
and responds when this is
not the case

Familiarises oneself and
complies with the relevant
rules and procedures

Familiarises oneself with
the internal control stand-
ards and generally applies
as relevant in one’s work

Observes the rules and
codes with regard to behav-
iour, ethics and integrity

Examples of sources of evidence

Does not take personal
ownership for one’s
work and actions, creates
confusion and/or blames
others when issues arise

Fails to achieve designated
quality standards; pays
little attention to quality -
‘this will do” attitude

Does not comply or
familiarise oneself
with important rules &
procedures

Does not familiarise oneself
with the internal control
standards and frequently
fails to apply as relevant in
one’s work

Does not observe the rules
and codes of behaviour,
ethics and integrity;
routinely disregarding,
deviating and/or violating
principles

»  Feedback from peers and stakeholders supporting the individual’s readiness to take

accountability.

»  Review of a sample of completed work assignments against agreed quality standards.

»  Citing of situations where the individual has highlighted deviations from agreed internal
control standards or institutional rules and codes and has taken action to resolve the situation.

» Refusing responsibility for actions and behaviours.
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2. ADAPTABILITY - Level 1

Staff members are required to demonstrate the below behaviours in their work:

»

»

Adapt to changing business needs, conditions and work responsibilities

Respond positively to change and recover quickly from setbacks, embracing and using
new practices or values to accomplish goals and solve problems

Prepared to alter approach, goals and methods to achieve solutions and results in

dynamic situations

Role model behaviour Effective behaviour Ineffective behaviour

A

B.

€.

D.

Constructively suggests
innovations and creative
approaches to simplify
regular work and encourages
others to do the same

Learns enthusiastically and
appreciates new proce-
dures, seeks to exploit new
technologies and encourages
colleagues to do the same

Helps others ‘open up’ and
giveitatry

[s creative and constructive
in highlighting the oppor-
tunities change can bring,
propo-sing refinements to
existing methodologies,
implementing change and
making it stick

Reviews working
practices and comes up
with innovative ideas to
simplify or improve how
things are done

Learns new procedures
enthusiastically and seeks
to exploit new technolo-
gies

Responds with ‘why not’
instead of ‘not possible
because’

Cooperates with, and is
open to, the possibilities
of change and considers
ways to implement and
adapt to change in own
work role

Fails to review existing
work processes and accepts
the status quo, remaining
attached to outdated or
inefficient practices

Unwilling or resistant to
consider new procedures
and obstructs others when
they attempt to modernise

Complains about changes
and disagrees inappropri-
ately or too vocally

Resists change as a first
reaction and fails to listen to
ideas or plans for adopting
new methods or adapting
own behaviour

Examples of sources of evidence

Feedback from team members, peers and stakeholders, project leaders, trainers:
- specific examples of how and when the individual reviews working practices on a

»

regular basis

- individual’s positive attitude to change issues

Positive contribution evidenced during team meetings —‘what could we do better?’

discussions.

Specific review of change situations where the individual has shown an aptitude for
adapting to new ideas, approaches or technologies.

Eurojust Competency Framework - ANNEX. Level 1: Core Competencies - A4



3. COMMUNICATION & RELATIONSHIP MANAGEMENT - Level 1

Staff members are required to demonstrate the below behaviours in their work:

» Use appropriate verbal, non-verbal and written communication skills to effectively
express ideas to build understanding, inform and/or persuade others

» Seekand listen to the ideas and opinions of others

» Maintain a professional, courteous and respectful attitude toward others

» Build sustainable and respectful working relationships internally and externally

Role model behaviour Effective behaviour Ineffective behaviour

A. Expresses oneself politely ~ Expresses oneself politely Resorts to expressing

and respectfully at all and respectfully, regard- oneself arrogantly/dismiss-
times, even during conflict  less of rank or title ively/ rudely/aggressively
situations or disrespectfully
B. Displays awareness and Shows sensitivity in Insensitive in a multicultural
sensitivity in all communi- communication with col- environment e.g. referring to
cations with colleaguesina  leagues in a multicultural cultural, racial, religious or
multicultural environment ~ environment gender stereotypes
C. Demonstrates openness Shares information with Seldom shares information
and proactively shares relevant stakeholders with relevant stakeholders;
pertinent information with may even have a tendency to
relevant stakeholders withhold or exclude others
from information
D. Communicates positively Communicates positively Closed/confrontational or
to variety of stakeholders and helps and builds the negative in communication.
and builds the trust of trust of others in most :
. o Does not build trust of
others, even during chal- situations
lenging periods others, l',lSES pers.on'al.
perceptions to diminish the
work of colleagues
E. Communicates clearly, Provides clear and concise Conveys muddled and im-
concisely and engagingly information to convey the precise information.
to convey message in a message in a structureq Tl o e e
well-structured way, both ~ way, both verbally and in .
. i 2 length and/or digress from
verbally and in writing writing . -
key issues or questions
F. Written communications Written communications Written communications
do not require correction require only occasional/ require significant structural
or review minor corrections review and corrections
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Role model behaviour Effective behaviour Ineffective behaviour

G. Summarises complex
points and presents
them clearly and
persuasively to
external and internal
stakeholders when
necessary

H. Actively encourages
others to contribute
and is keen to hear their
viewpoint

Makes appropriate choice
of communication tools
and methods to reach
audience.

Shows the ability to adapt
style for most audiences and
situations

Listens to and responds
appropriately to others;
allows all to have a say

Over relies on e-mail to
communicate

Tends to avoid personal
contact and/or copies
other colleagues/superiors
unnecessarily in e-mail

Makes little effort to adapt
style for different audiences

Does not listen to others;
interrupts or dismisses ideas
of others without reason or
sensitivity

Examples of sources of evidence

»  Feedback from team members, peers and stakeholders:
- specific examples of how and when the individual communicated and built the trust of others
- the individual’s listening skills
- appropriate balance of usage of e-mails/telephone/personal interaction

» Review of written docum ents - reports, correspondence, etc.
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4. CONTINUOUS LEARNING & IMPROVEMENT - Level 1

Staff members are required to demonstrate the below behaviours in their work:

>
»
>
»

Demonstrate eagerness and a willingness/capacity to learn and deliver improved results
Strive to strengthen the knowledge and talents of yourself and the organisation

Request and use feedback to improve performance
Take responsibility for own and others’ development

Role model behaviour Effective behaviour Ineffective behaviour

A. Proactively and regularly
discusses key areas for
improvement and related
learning initiatives with
line manager

w0

Uses feedback to self-
reflect and identify
development areas

C. Shares with others
negative experiences
and what has been
learned from mistakes

D. Proactively shares best
practice with others
and contributes to the
learning of colleagues

=2

Proactively seeks a vari-
ety of opportunities for
development including
appropriate and challeng-
ing assignments outside
of the job description

Takes prompt and effective
action on key areas for
improvement suggested
by managers, mentors or
coaches

Is receptive to construc-
tive feedback and takes
responsibility for own
development

Regards mistakes and
negative experiences as a
learning opportunity

Develops, applies and evaluates
newly acquired skills, know-
ledge and work methods and
keeps abreast of develop-
ments in the area of expertise

Open to on-the-job oppor-
tunities for development
and appropriate assign-
ments outside of the job
description

Examples of sources of evidence

Does not respond to key areas
for improvement suggested
by managers, mentors or
coaches and does not exhibit
recognition of the need to
develop own skills

Closed and defensive to
constructive feedback
Does not seek feedback
or review from others on
personal development

Does not learn from mistakes
and/or negative experiences

Fails to develop and apply
new skills and knowledge
that would enhance work
performance and shows no
motivation to do so

Sees development initiatives
as a burden and is not open
to anything outside the job
description

»  Feedback from team members, peers and stakeholders:
- specific examples of how and when the individual developed learning from constructive

criticism

- the individual’s positive commitment to personal development
- the new skills that have been acquired by the individual and the best practice adopted

» Participate in training activities/events and commitment to attend these

» Apply skills learned and take action for personal development
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5. PROBLEM SOLVING - Level 1

Staff members are required to demonstrate the below behaviours in their work:

»

»

A.

0

o

2

Resolve difficult or complicated challenges by framing and breaking down problems or
situations into component parts
Generate a range of practical solutions and courses of action considering the associated

benefits, costs and risks

Take focused actions and evaluate results

Role model behaviour Effective behaviour Ineffective behaviour

Able to classify and
prioritise problems
for which there is no
precedent

Anticipates, analyses
and addresses problems,
takes action based

on relevant facts and
information to remedy/
prevent problems

Looks beyond the
obvious and can see
hidden problems

Displays a positive
attitude and remains calm
even when stakeholders
are exerting pressure —
looks for a resolution

Proactively follows
problems hrough to their
resolution and takes/
advises remedial action
to avoid recurrence

Escalates problems

to supervisors

as appropriate,
summarising status and
course of action

Ability to identify a prob-
lem and assess possible
course of action and solve
it as appropriate

Able and willing to identify
and describe the problem
and gather all relevant facts

Uses logic and common
sense to resolve difficult
problems

Displays a positive atti-
tude, remains calm - looks
for a resolution

Actively follows problems
through to their resolution

Involves supervisors in

a timely manner where
problems cannot be re-
solved or clients continue
to exert pressure

Not comfortable when hav-
ing to classify or prioritise
problems

Fails to take corrective action

Fails to recognise problems,
recognises problems

too late and/or allows
problems to foster

Lacks confidence when
difficult problems occur

Seeks help too readily or
deals only with symptoms,
not the cure

Displays a defensive attitude,
over-reacts, panics, attempts
to defer responsibility or
covers up problems

Does not follow problems
through to their resolution

Escalates problems
prematurely to supervisors
and/or fails to escalate
problems in a timely manner

Eurojust Competency Framework - ANNEX. Level 1: Core Competencies - A8



Examples of sources of evidence
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6. RESULTS ORIENTATION - Level 1

Staff members are required to demonstrate the below behaviours in their work:

» Focus on results and desired outcomes and how best to achieve them

» Get the job done

» Set high goals and working in a dedicated manner to achieve them. Push self and others to

reach milestones

» Respond to setbacks with renewed and increased efforts and show innovation and
persistence in the face of difficulty

Role model behaviour Effective behaviour Ineffective behaviour

A. Focuses on end results
and persists with
challenges until they
are overcome, changing

methods when necessary

B. Strives to achieve
stretching goals and
targets and has a
reputation for often
exceeding them

C. Willingly puts in extra
time and effort in crisis
situations and goes the
‘extra mile’ to ensure the
goal is met

Focuses on end results and
acts to deliver the correct
quality, on time and on
budget

Achieves agreed goals and
targets and monitors per-
sonal achievement

Exhibits flexibility in rear-
ranging priorities and work
schedules to ensure work
goals and targets are met

Examples of sources of evidence

Shows a lack of focus on
results by setting low,
incomplete or superficial
expectations and avoids or
misses critical deadlines

Gives up when things do
not go well

Fails to achieve agreed
goals and targets and does
not accept or recognise
the consequences of under
achievement

Rigidly interprets working
routines and does not
adjust way of working to
accommodate changes in
circumstance or need -
waits for others to adjust
to them

»  Everyday working conversation and language includes regular references to relevant

targets and results.

»  Feedback from peers and stakeholders supporting the individual’s focus on results.

»  Preparation of priority lists - ‘to do’ lists and scheduled output charts.

» Review of completed work assignments against agreed outputs.

» Review of completed high-pressure work or projects - individual’s contribution and

commitment.
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7. PLANNING & ORGANISING - Level 1

Staff members are required to demonstrate the below behaviours in their work:

» Set goals and targets for yourself and/or others and organise the time and resources

necessary to deliver work

» Deliver own workload in an organised and time-efficient manner

» Prioritise the delivery of work, adjust work or project priorities to take account of

changing circumstances

» Set detailed project plans or plans for an area or service and monitor delivery of work

against a plan

Role model behaviour Effective behaviour Ineffective behaviour

A. Carries out several
assignments in parallel
and delivers according to
the agreed requirements

B. Isin control of
work activities and
assignments and
proactively updates the
hierarchy

C. Sets priorities,
anticipates problems
and reduces risk of non-
delivery

D. Develops planning and
monitoring processes
using appropriate tools
Finds creative solutions
to achieve own objectives
when resources available
are not optimal and/or the
given deadlines are tight

E. Provides work-in-
progress status updates
proactively and informs
others when completed

Develops clear goals and
targets for work and output
delivery.

Knows status of own work
at all times

Sets priorities with an ap-
propriate sense of what is
most important and plans
with an appropriate and
realistic sense of the time
demands involved

Uses planning and monitor-
ing tools to organise work
and keep track of informa-
tion (e.g. to-do lists, task
lists, follow-up systems,
calendar appointments)

Reviews progress of own
work to ensure tasks deliv-
ered on time

Fails to plan effectively and
organise and prioritise own
work to meet deadlines

Is lost among various
activities and does not
know the exact status of
own work

Sets unrealistic timelines
(either too tight or too
loose). Finds it difficult to
prioritise effectively

Is reactive in handling the
tasks received, requires
thorough and repeated
follow up by hierarchy to
deliver and be reminded of
deadlines

Allows irrelevant issues
and distractions to interfere
with work completion
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Role model behaviour Effective behaviour Ineffective behaviour

F. Isable to prioritise Coordinates with stakeholders  Fails to report delays
or seek clarification if when problems or conflicts or problems in a timely
necessary occur that might affect the manner

timely completion of work

Examples of sources of evidence

»  Feedback from team members, peers and stakeholders:

- specific examples of the individual’s ability to target work outputs and be very aware of
current status

- the individual’s planning skills and realistic approach to managing deadlines and expectations

- appropriate advice given regarding potential delays outside of the individual’s control

»  Review of written documents - planning tools, schedules, calendars, etc.
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8. SERVICE QUALITY - Level 1

Staff members are required to demonstrate the below behaviours in their work:

» Identify and deliver high levels of service and strive to improve quality at all times

» Recognise the diversity of internal and external stakeholders’ needs and adapt ways of
working to ensure high value for customers

» Produce quality service that meets or exceeds Eurojust standards

Role model behaviour Effective behaviour Ineffective behaviour

A. Actively looks for ways
to improve service to
stakeholders/customers,
seeking to ‘delight’ rather
than simply satisfy users

B. Gives stakeholders/
customers positive
reinforcement on the
importance of their
requirements and
expectations

C. Sets up regular
feedback processes with
stakeholders/customers
and analyses these
constructively

D. Anticipates possible
areas of complaint and
difficulty

Proactive in eliminating
areas which might give
rise to complaint

E. Notices opportunities
to improve quality and
takes action to do so

Consistently exhibits a
‘can do’ attitude when
dealing with stakeholders/
customers

Clarifies the needs and
expectations of a range of
internal and external stake-
holders and customers

Seeks relevant feedback
from stakeholders/custom-
ers on whether service
expectations have been met

Deals quickly and effectively
with complaints and/or
demanding customers

Shows concern for quality,
accuracy and completeness
of work activities

Demonstrates a negative
‘cannot do’ attitude

Stakeholders/customers
receive the minimum level
of service

Makes assumptions about
stakeholder needs and
expectations

Does not regularly check
with customers and
stakeholders whether own
outputs are consistently
meeting their needs

Demanding customers or
complaints are handled
defensively or slowly

Views complainants in a
negative manner

Waits for others to improve
quality of work activities

Examples of sources of evidence

»  Feedback from team members, peers and stakeholders:
- examples of how and when the individual exhibited a ‘can do’ approach to dealing with

a stakeholder request

- individual’s skills in assessing stakeholder needs and checking whether they have been met

»  Review of statistics, written documents and verbal feedback - has the individual
consistently responded quickly and effectively to complaints or criticisms from stakeholders?
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9. TEAMWORK - Level 1

Staff members are required to demonstrate the below behaviours in their work:

» Cooperate and work collaboratively with others, act as part of a team and accomplish
solutions in line with team objectives

»  Work to be a good team player and positively contribute to team activities while taking
full responsibility for own role and objectives

»  Work cooperatively with others to accomplish Eurojust’s objectives

Role model behaviour Effective behaviour Ineffective behaviour

A. Remains positive and
encouraging to others
during challenging periods

B. Suggests new ideas to
others to improve the
way the team goes about
its work

C. Anticipates the needs of
others and offers help to
colleagues without being
asked

D. Contributes to sorting
out diverting opinions in
the team, thus preventing
any risk of the team
falling apart

E. Promotes the benefit of
teamwork, acts as catalyst
to make things happen

Works enthusiastically
and positively in a team
environment

Contributes fully and effec-
tively to team-based discus-
sions and decisions

Balances team and individu-
al objectives effectively. Will
assist other team colleagues
regardless of work pressure

Listens actively to ideas and
opinions of others. Shares
suggestions, ideas, propos-
als and solutions

Demonstrates a positive
attitude towards work and
colleagues

Does not willingly and
actively participate in team
processes

Speaks own viewpoint first
without listening to others

Shows irritation at
receiving requests for
support from colleagues

Does not seek opinions
from colleagues or rarely
consults others. Does
not share information or
knowledge

Expresses negative
attitudes towards work,
colleagues

Examples of sources of evidence

Feedback from team members, peers and stakeholders:

» specific examples of how and when the individual contributed to team discussions and

built the trust of others

» individual’s listening skills and commitment to sharing ideas and suggestions

»  attitude towards colleagues and commitment to the team
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1. ACCOUNTABILITY - Level 2

Staff members are required to demonstrate the below behaviours in their work:

» Take personal responsibility for one’s actions, products and decisions.

» Assume responsibility for the quality and timeliness of work, achieving objectives and
results with only the appropriate level of oversight.

» Familiarise with and observe the organisational rules, procedures, codes and standards

» Demonstrate integrity and a commitment to accomplish work in a professional and

ethical manner

Role model behaviour Effective behaviour Ineffective behaviour

A. Encourages full
ownership and
responsibility for the
work and actions of the
team, exhibiting that
positively to others
within and outside of
work domain

B. Proactively fosters the
achievement of high
quality work and
standards within the team

C. Explains the importance
of relevant rules
and procedures and
encourages Unit staff to
observe them but also
to operate optimally
and effectively within
the boundaries of these
provisions

Encourages full ownership
and responsibility for the
work and actions of the team

Encourages high qual-
ity work standards and
addresses these matters
within the team

Discusses with, and encour-
ages Unit staff to observe
relevant rules and proce-
dures in their work

Does not address a lack of
ownership for work and
actions within the team,
creates confusion and/or
blames others inside and
outside of the work domain
when issues arise

Pays little attention to
quality standards and fails
to address these matters
within the team

Fails to encourage or set an
example for team members;
inconsistently adheres to
rules and procedures and
makes little effort to address
these issues within the Unit

Examples of sources of evidence

»  Feedback from team members, peers and stakeholders on specific examples of how and
when the individual encouraged ownership taking among team members.

»  Presentation or review of systems and processes for ensuring adherence to relevant rules

and procedures.

»  Specific review of situations where the individual addressed an ‘off-track’ quality

standard.
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2. ADAPTABILITY - Level 2

Staff members are required to demonstrate the below behaviours in their work:

» Adapt to changing business needs, conditions and work responsibilities

» Respond positively to change and recover quickly from setbacks, embracing and using
new practices or values to accomplish goals and solve problems

» Prepared to alter approach, goals and methods to achieve solutions and results in

dynamic situations

Role model behaviour Effective behaviour Ineffective behaviour

A. Encourages team
members to challenge
the work they do on
an ongoing basis and
understand how it adds
value to the organisation
and its stakeholders

B. Helps colleagues and
stakeholders understand
the need for new
approaches and change

and the potential benefits

to all from adapting

C. Helps colleagues under-
stand the challenges of
their ideas/proposals

and guides them through

implementation

D. Applies new approaches
first and then shares
outcomes with others

and identifies, resolves or
escalates to management

the positive and negative
effects that new approaches

may have on own role/team

Ensures regular processes
are in place for reviewing
working practices and sug-
gesting new and innovative
ideas to simplify or improve
the way things are done

Promotes well thought-
through change and seeks
the views and engagement
of team members

Puts aside pre-conceptions
and considers ideas and
proposals on own merits

Sets an example of being

an ‘early adapter’ to new
approaches and shares the
positives and negatives with
team members in a support-
ive and factual manner

Fails to review the way the
team goes about its work,
sticks to traditional and
established work routines
and does not encourage team
members to think about the
value of what they deliver

Communicates the need
for adaptation and change
in a ‘must do’ manner and
fails to explain the vision
or potential inherent in the
new approach

Dismisses ideas from team
members and is narrow
minded

Is slow to adapt or asks the
team to deliver on change
before committing to it
themselves

Examples of sources of evidence

Feedback from team members, peers and stakeholders:

»  specific examples of how and when the individual encouraged a positive attitude to

change among team members

» whether the individual can be thought of as a positive ‘early adapter’ - specific change

issues or projects
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3. COMMUNICATION & RELATIONSHIP MANAGEMENT - Level 2

Staff members are required to demonstrate the below behaviours in their work:

» Use appropriate verbal, non-verbal and written communication skills to effectively
express ideas to build understanding, inform and/or persuade others

» Seek and listen to the ideas and opinions of others

» Maintain a professional, courteous and respectful attitude toward others

» Build sustainable and respectful working relationships internally and externally

Role model behaviour Effective behaviour Ineffective behaviour

A. Positively deals with ob-
jections from colleagues
or external stakeholders
and thinks outside the
box to persuade them of
anew viewpoint

B. Proactively raises and
addresses issues that
may impact and/or
jeopardise the team’s or
Unit’s reputation

C. Fosters good working
relationships within
the team and defuses
potential conflicts before
they become disruptive

D. Wins audiences over
with well thought-
through arguments

Anticipates negative
reactions and queries
and is able to respond
successfully to them

E. Persuades and encour-
ages others by applying
a range of different com-
munication styles to suit
different people

Makes valuable
contributions to meetings
and pinpoints main issues
and options

Demonstrates good diplo-
macy skills and contributes
positively to the reputation
of the team and the Unit

Creates productive working
relationships and addresses
conflicts if they arise

Provides persuasive argu-
ments and clarification

even when the audience is
resistant to the message and
generally is successful in
persuasion

Shows and encourages mu-
tual respect through choice
of language and style

Contributions to meetings
are very limited/rarely
constructive or focused

‘Takes sides’ among team
members, uses mistakes
or personal perceptions to
diminish others

Has difficulty maintaining
productive relationships;
tendency to trigger
conflicts

Exhibits a confrontational
style when the audience
is resistant and is usually
unable to present
persuasive arguments

Communicates by issuing
orders but offers no
explanation or rationale
when needed

Communicates critically
without giving constructive
feedback
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Examples of sources of evidence
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4. CONTINUOUS LEARNING & IMPROVEMENT - Level 2

Staff members are required to demonstrate the below behaviours in their work:

» Demonstrate eagerness and a willingness/capacity to learn and deliver improved results
»  Strive to strengthen the knowledge and talents of yourself and the organisation
» Request and use feedback to improve performance

» Take responsibility for own and others’ development

Role model behaviour Effective behaviour Ineffective behaviour

A. Uses self-reflection to Uses feedback and self- Does not self-reflect to
increase self-awareness reflection to identify identify development needs
and improve knowledge development needs and and makes excuses for
and skills improve self-awareness refusing to improve

B. Leads by example and Assesses team skills and Fails to support develop-
encourages others to competencies and discusses ~ ment proposals and shows
take ownership of their ideas and proposals for little commitment to ex-
own learning within and development relevant to plore opportunities to help
outside the team individuals or the team team members develop

C. Seeks assignments and Encourages the team to Does not encourage team
opportunities to help learn from each other members to learn from
team members develop within and outside the team  each other
and grow

D. Aligns individual per- Conducts regular personal Does not demand the
sonal development plans  development reviews with development of a mean-
with the team develop- staff and ensures each indi- ingful and clear personal
ment plans and promotes  vidual has a realistic plan development plan for each
knowledge sharing Mentors and coaches team team member
among team members

members and peers appro- Does not coach members or
priately and positively help them grow

Examples of sources of evidence (for Continuous Learning & Improvement )

Feedback from team members, peers and stakeholders:
» specific examples of how the individual has identified personal development priorities
» the individual’s approach to the development of skills within the team and in others

» appropriate approaches to coaching or mentoring others
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5. PROBLEM SOLVING - Level 2

Staff members are required to demonstrate the below behaviours in their work:

» Resolve difficult or complicated challenges by framing and breaking down problems or

situations into component parts

» Generate a range of practical solutions and courses of action considering the associated

benefits, costs and risks

» Take focused actions and evaluate results

Role model behaviour Effective behaviour Ineffective behaviour

A. Uses a variety of analytical
and lateral techniques
appropriate to the context
to analyse and resolve the
problem

B. Actively helps staff
to resolve problems
through questioning and
encouraging creativity and
monitoring progress

C. Evaluates action taken to
help team learn so that
similar problems can be
dealt with more effectively

Can resolve challenges and
has a Plan B and creative
options available for
problems for which there is
no precedent

D. Considers fully the remedies
in terms of risks, costs and
benefits and possible conse-
quences and ramifications

Follows a structured,
systematic approach
to analyse and resolve
known problems

Addresses inappropri-
ate escalation of minor
matters

Offers innovative ideas,
help and support to others

Proposes solutions to
challenging problems and
helps resolve problems in
simple way

Maintains professional
composure in dealing with
problems.

Shows a general conside-
ration of the remedies in
terms of risks, costs and
benefits

Uses few or inappropriate
methods to analyse and
resolve the problem

Regularly allows the
escalation of minor matters

Takes charge without
encouraging staff to find
solution first

Fails to entrust team
members to resolve
problems

Avoids the resolution of
problems and does not help
team address upcoming
issues

Does not think of alter-
natives nor maintains
professional composure to
problems

Unable/unwilling to
consider consequences or
ramifications of remedies

Examples of sources of evidence

Feedback from team members, peers and stakeholders on:

»  specific examples of positive solutions to problems and creative/innovative approaches
» individual’s ability to encourage others to elevate problems at the appropriate time
» individual’s ability to balance risk, cost and benefit when resolving issues
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6. RESULTS ORIENTATION - Level 2

Staff members are required to demonstrate the below behaviours in their work:

»

»

»

Focus on results and desired outcomes and how best to achieve them
Get the job done

Set high goals and working in a dedicated manner to achieve them. Push self and others to
reach milestones

Respond to setbacks with renewed and increased efforts and show innovation and
persistence in the face of difficulty

Role model behaviour Effective behaviour Ineffective behaviour

A. Involves the team in the Sets realistic and clear work  Sets expectations that are
development of work goals  goals and agrees these with unrealistically high or too
and ensures these optimise ~ team low for self and/or team
the team’s capability and
are clearly linked to Euro-
just’s work plans

B. Implements precise Monitors individual, team Fails to review or discuss
and detailed reporting and own performance against ~ team and individual
and monitoring of agreed targets and goals performance and does
team outputs to secure not stress the need
consistently high for consistently high
performance performance to the team

C. Anticipates workload Plans for workload pressure Fails to anticipate workload
pressures and offers points and critical pathsand  deadlines and often misses
proactive and creative fully briefs team members on  personal and team work
support to minimise priorities to be maintained deadlines
negative effect on quality Projects tend to ‘wither on

the vine’

D. Provides creative and Takes corrective action and Accepts setbacks from
proactive support to deals quickly with setbacksto  others without challenging
colleagues when setbacks  ensure quality is maintained or addressing it

and challenges appear

Examples of sources of evidence

3

Feedback from team members, peers and stakeholders - priority setting and workload
pressure management.

Presentation or review of systems and processes for monitoring individual, team and
personal performance.

Specific review of situations where the individual addressed an ‘off-track’ business
performance issue.
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7. PLANNING & ORGANISING - Level 2

Staff members are required to demonstrate the below behaviours in their work:

» Set goals and targets for yourself and/or others and organise the time and resources

necessary to deliver work

» Deliver own workload in an organised and time-efficient manner

» Prioritise the delivery of work, adjust work or project priorities to take account of

changing circumstances

» Set detailed project plans or plans for an area or service and monitor delivery of work

against a plan

Role model behaviour Effective behaviour Ineffective behaviour

A. Coordinates with others in
response to multiple compe-
ting demands to ensure work
of the team is completed
in a timely manner

B. Liaises with stakeholders
and readily re-adjusts
priorities to respond to
pressing and changing
demands on the team

C. Negotiates adjustments
in timelines and/or scope
of work as appropriate
Consults with the
hierarchy to determine
team priorities as
appropriate

Estimates resources and
timescales to meet team’s
agreed work plans and
commitments

Coordinates team activities
to optimise performance

Regularly reviews progress
of team’s work to ensure
tasks delivered on time and
in line with budget

Maintains a high level of
energy, creativity and com-
mitment to juggle multiple
tasks and priorities, and
uses available resources to
get more done with less, all
without losing focus

Sets unrealistic deadlines
and targets for the team,
does not correctly estimate
the resources needed
(under or overestimates)

Fails to coordinate team
activities and pays little
attention to performance
management

Unclear about current
progress against work
deadlines and budget. Does
not arrange work flows and
priorities in a logical order.
Unable to guide the team to
focus on priorities

Examples of sources of evidence

Feedback from team members, peers and stakeholders:

» specific examples of the individual’s ability to realistically assign resources to work

demands and monitor the achievement of required outputs

» the individual’s planning skills and realistic approach to managing multiple tasks,

deadlines and expectations
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8. SERVICE QUALITY - Level 2

Staff members are required to demonstrate the below behaviours in their work:

»

»

»

Identify and deliver high levels of service and strive to improve quality at all times

Recognise the diversity of internal and external stakeholders’ needs and adapt ways of
working to ensure high value for customers

Produce quality service that meets or exceeds Eurojust standards

Role model behaviour Effective behaviour Ineffective behaviour

A. Emphasises to team the Explains clearly to team Does not emphasise service
importance of service qual-  the needs and expectations quality in team gatherings
ity as a measure of success ~ of a range of internal and and communications
Quality is continuously gﬁigﬁé:stakeholders g Allows standards to drift or
measured and reviewed find their own level

B. Working with the team to Establishes and maintains Ignores feedback about
create meaningful action processes for securing service quality from
plans based on feedback relevant feedback from stakeholders/customers
from customers/stake- stakeholders/customers on
holders thatincreasesand ~ whether service expecta-
sustains service levels tions have been met

C. Leads by example in Personally delivers a Provides levels of service
service delivery consistently high standard that lack consistency

of service and expects the

Actively encourages
Y & same of others

others and praises high-
quality service

Examples of sources of evidence (for Service Quality)

»

Feedback from team members, peers and stakeholders on individual’s skills in developing
and applying processes/systems for assessing stakeholder needs and measuring whether
they have been met.

Review of statistics, written documents and verbal feedback - has the individual
consistently encouraged/motivated the team to respond quickly and effectively to
complaints or criticisms from stakeholders?
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9. TEAMWORK - Level 2

Staff members are required to demonstrate the below behaviours in their work:

» Cooperate and work collaboratively with oth ers, act as part of a team and accomplish
solutions in line with team objectives

»  Work to be a good team player and positively contribute to team activities while taking
full responsibility for own role and objectives

»  Work cooperatively with others to accomplish Eurojust’s objectives

Role model behaviour Effective behaviour Ineffective behaviour

A. Identifies potential risk
areas with the team.
Listens to team sugges-
tions to minimise errors
and encourages individu-
als to take ownership

B. Quickly tackles negative
conflict and contraven-
tion of team values

o

Actively explores with
team members how their
individual team role can
be maximised to increase
motivation and efficiency

D. Consistently shares and
gives credit for team
successes. Team defines
its own goals

D. Actsas an inspiration
to others, both within
and outside the team, in
terms of team working

Looks into reasons for
things that don’t go
according to plan and
doesn’t apportion blame.
Takes appropriate action to
prevent re-occurrences

Manages the dynamics of
the team and leads it out of
conflict and complacency

Recognises different indi-
vidual styles and influences
team members to impact
positively on its success

Defines team goals and en-
courages team members to
commit to these collectively.
Shares the credit for team
successes

Comfortable undertaking
a prescribed role in a
team, such as chair or
spokesperson

Blames team colleagues
when things go wrong
without undertaking a
team-based review

Allows the team to find
its own way and resolve
internal issues

Pays little attention to the
strengths, weaknesses and
key skills of team members

Does not ask for, or take
into account, views of
team members when
making decisions. Makes
no attempt to define or
promote team goals

Takes the leader role but
does not ‘role model’ team
leader traits

Examples of sources of evidence

Feedback from team members, peers and stakeholders:

»  specific examples of how and when the individual encouraged the team to commit
collectively and collaboratively

» individual’s listening skills and tolerance in avoiding apportionment of blame

» individual’s ability to challenge complacency when necessary
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10. LEADING & EMPOWERING - Level 2

Staff members are required to demonstrate the below behaviours in their work:

» Provide supervision, guidance, direction, support and confidence to help people
consistently perform at their best

» Motivate and develop others so they can achieve sustained high performance, even during
periods of challenge or change

Role model behaviour Effective behaviour Ineffective behaviour

A. Communicates empatheti-
cally and is always respect-
ful of others’ feelings, even
when delivering negative
or difficult feedback

B. Ensures staff are clear
about tasks and are pro-
gressing appropriately
with workload, and real-
locates work to overcome
bottlenecks if necessary

C. Maintains open
and constructive
dialogue with others
about strengths and
weaknesses and sets
practical goals for
enhancing individual and
team performance

D. Deals with pressure
positively and in a
consistent and rational
manner that gives
confidence to others

Treats others with courtesy,
sensitivity and respect-acts
fairly and honestly

Allocates tasks clearly and
fairly among subordinates
according to their level of
skill or experience

Assesses and recognizes
strengths and weaknesses
in self and team and focuses
effort to increase produc-
tivity in areas needing the
most improvement

Deals effectively with pres-
sure and remains optimistic,
even on bad days. Recovers
quickly from setbacks

Deals with others in a
passive or aggressive
fashion. Does not take
people’s emotions or
difficulties into account.
Only gives half the story

Does not regularly check
for clarity of understanding
and distributes tasks
unrealistically or unfairly

Shows an inability to focus
on critical performance
areas and is defensive
about own or team’s
strengths and weaknesses

Reacts negatively and
irrationally to pressure or
bad news and ‘exports’ that
negativity to team members
or others around them

Examples of sources of evidence

» Feedback from surveys, team members, peers and stakeholders on:

- specific examples of how and when the individual guides and empowers team members
- the individual’s abilities to be empathetic and respectful, and help team increase

productivity

»  The individual’s abilities to maintain calm under pressure, pass positive messages to team
and maintains teams’ spirit positive
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11. RISK TAKING & DECISION MAKING - Level 2

Staff members are required to demonstrate the below behaviours in their work:

» Generate and evaluate alternatives before making a decision or taking action, consider the
risks associated with each option and select the option that has the best balance of risk

and reward.

» Encourage input from others where appropriate and stand by decisions unless
information or circumstances make it necessary to revisit those decisions.

» Evaluate the effectiveness of decisions after they have been made.

Role model behaviour Effective behaviour Ineffective behaviour

A. Proactively identifies and
prioritizes key issues in-
volved in a situation and
takes action to facilitate
the decision-making pro-
cess for team or group.

Involves hierarchy in the
correct way to strengthen
or speed up the decision-
making process

B. Gives people confidence
about the potential
outcomes and risks
associated with decisions
and transparently
deals with queries and
anxieties if necessary by
referring upwards

Within own area of
accountability, considers
options, consequences and
risks to make an effective
decision.

Determines whether
action is needed to elevate
or advance the decision-
making process

Seeks clarity about, and
explains to people the risks
and potential consequences
of, decisions that may affect
them

Misconstrues or cannot
recognise key issues and
shows no appreciation

of the possible risks and
challenges presented by a
situation

Presents risks and threats
incoherently and causes
confusion, nervousness or
a lack of confidence in the
decisions that can be taken
to address the situation

Examples of sources of evidence

Feedback from surveys, team members, peers and stakeholders on:

»  specific examples of how and when the individual takes decision and assesses risks

» the individual’s ability to assess risks and take decisions
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12. VISION & STRATEGIC THINKING - Level 2

Staff members are required to demonstrate the below behaviours in their work:

» Promote and take action to reinforce alignment of individuals and groups with the
organisation’s vision, mission and values.

» Communicate the big picture at appropriate and regular opportunities.

» Express and explains vision to others and influence others to translate vision into action.

» Come up with alternative viable strategies or business models that deliver stakeholder

value.

Role model behaviour Effective behaviour Ineffective behaviour

A. Challenges key strategic
messages construc-
tively and tests clarity
of understanding with
hierarchy and peers

B. Presents consistent,
coherent and engaging
messages about targets,
objectives and priorities
and checks regularly for
understanding

C. Explains to people at an
individual level where
business priorities lie
and how their job affects
success

D. Gives regular
opportunities to
colleagues and team
members to question and
explore Eurojust’s vision,
values and mission

Listens effectively to
strategic messages
and information from
the hierarchy. Clarifies
information as needed

Makes clear and convinc-
ing verbal presentations of
work targets, standards and
objectives

Coaches and orientates
individuals towards key
business goals and required
organisational performan

Helps others access, achieve
clarity and engage with the
purpose of Eurojust and

the environment in which it
operates

Misses or misconstrues
key strategic messages
or does not pass them on
consistently, regularly or
coherently

Confuses people or changes
targets and objectives
without explanation or ra-
tionale. Does not convince
others about the impor-
tance of Eurojust’s work

Does not support people in
understanding why their
work is important or takes
other’s work for granted and
does not stress the impor-
tance of long-term organisa-
tional goals and ambitions

Does not take opportunities
to talk about vision, values
or mission or portrays
these as unimportant in the
scheme of things

Examples of sources of evidence

»  Feedback from team members, peers and stakeholders on:

- specific examples of how and when the individual ensures the vision is communicated
- the individual’s ability to translate vision into actions and vice versA

» Input on strategic documents and other organisational plans
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Level 3/4
Core Competencies




1. ACCOUNTABILITY - Level 3/4

Staff members are required to demonstrate the below behaviours in their work:

» Take personal responsibility for one’s actions, products and decisions.

» Assume responsibility for the quality and timeliness of work, achieving objectives and
results with only the appropriate level of oversight.

» Familiarise with and observe the organisational rules, procedures, codes and standards

» Demonstrate integrity and a commitment to accomplish work in a professional and

ethical manner

Role model behaviour Effective behaviour Ineffective behaviour

A. Accepts full ownership
and responsibility for the
work and actions of the
team and addresses dis-
parities within the Unit

B. Takes responsibility for
examining situations
fairly and constructively
and holding team mem-
bers to account internally
for their actions

C. Sets and fosters common
performance and quality
standards for all teams
within the Unit

Reviews standards
regularly, taking remedial

D. Proactively addresses the
importance of the organisa-
tion’s rules, procedures and
codes and addresses compli-
ance issues within the Unit

Encourages teams to
operate optimally and ef-
fectively within the bound-
aries of these provisions

Accepts full ownership and
responsibility for work and
actions of teams of the Unit

Backs up actions of Unit staff
in public, while ensuring
team members are held ac-
countable internally for their
actions where applicable

Encourages consistent per-
formance and quality stand-
ards and expectations among
all teams within the Unit

Stresses the importance and
relevance of the organisa-
tion’s rules, procedures and
codes within the Unit

Reviews and addresses
compliance issues within
the Unit

Does not take ownership
for the work and actions of
teams within the Unit

Creates confusion and
defers responsibility/
blaming others when things
g0 wrong

Pays little attention to
performance and quality
standards within the Unit

Allows inconsistency in
standards across teams and
individuals

Fails to foster or review
compliance with the
organisation’s rules,
regulations and codes
across the Unit

Examples of sources of evidence

Feedback from team members, peers and stakeholders:

»  Feedback from team members, peers and stakeholders on specific examples of how and
when the individual encouraged ownership taking among team members.
»  Presentation or review of systems and processes for ensuring adherence to relevant rules

and procedures.

»  Specific review of situations where the individual addressed an ‘off-track’ quality standard.
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2. ADAPTABILITY - Level 3/4

Staff members are required to demonstrate the below behaviours in their work:

» Adapt to changing business needs, conditions and work responsibilities

» Respond positively to change and recover quickly from setbacks, embracing and using
new practices or values to accomplish goals and solve problems

» Prepared to alter approach, goals and methods to achieve solutions and results in

dynamic situations

Role model behaviour Effective behaviour Ineffective behaviour

A. Communicates and im-
plements change posi-
tively with colleagues and
stakeholders to help them
understand new develop-
ments and why they have
been introduced

B. Engages Unit members in
exploring new and crea-
tive ways to improve Unit
systems and procedures
and secures their ‘buy-in’
through involvement in de-
veloping better approaches

C. Involves the Unit in regu-
lar reviews of stakeholder
perceptions and engages
people in identifying ways
of enhancing the value the
Unit delivers

D. Encourages an attitude
of openness to change
within the Unit and sets
meaningful objectives to
encourage staff to accept
new responsibilities

Communicates and
implements change in a
structured way, having
considered the possible ef-
fects it may have on others

Finds new and creative
ways to improve Unit
systems and procedures
so as to deliver better
results with streamlined
resources

Assesses and challenges
external perceptions of the
Unit within the organisa-
tion and adapts to build a
positive stakeholder im-
pression of the Unit’s work

Sets an example of open-
ness to change and a
willingness to consider the
ideas of others inside and
outside the Unit

Communicates and imple-
ments change in a thought-
less and unstructured way,
having not considered the
possible effects it may have
on others

Avoids consideration of new
or different approaches,
accepts only the established
way of doing things and
discourages innovative
thinking by dismissing ideas
from Unit members

Does not seek external
perceptions of the Unit's
value and does not engage
the Unit in seeking ways
to deliver more positive
impressions of the
importance of its work

Does not set a positive
example of change to others
within and external to the
Unit and refuses to consider
others’ ideas

Examples of sources of evidence

»  Feedback from team members, peers and stakeholders:

- specific examples of how and when the individual encouraged a positive attitude to change

among team members

- whether the individual can be thought of as a positive ‘early adapter’ - specific change

issues or projects

»  Examples of how the individual sought out the perceptions of stakeholders about the

value of the Unit’s work.
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3. COMMUNICATION & RELATIONSHIP MANAGEMENT - Level 3/4

Staff members are required to demonstrate the below behaviours in their work:

» Use appropriate verbal, non-verbal and written communication skills to effectively
express ideas to build understanding, inform and/or persuade others

» Seek and listen to the ideas and opinions of others

» Maintain a professional, courteous and respectful attitude toward others

» Build sustainable and respectful working relationships internally and externally

Role model behaviour Effective behaviour Ineffective behaviour

A. Proactively develops
communication strate-
gies/plans for the Unit,
ensures their implemen-
tation and evaluates their
effectiveness

B. Sensitises, educates and
creates awareness in
team members of the
need to leverage relation-
ships within the Unit and
organisation

C. Collaborates innovatively
with internal and external
stakeholders to optimise
relationship strengths in
the long term

D. Proactively discusses and
addresses communica-
tion issues and conflicts
within the team and
outside the Unit

2

Advises peers and team
members on how to
handle issues and protect
relationships with others

Develops communication
strategies for the Unit
and ensures their
implementation

Fosters a positive and open
working climate across the
Unit and organisation

Builds positive relation-
ships with diverse groups
across levels, functions and
organisations

Effectively addresses con-
flicts and communication
issues within the team and
outside the Unit

Encourages peers and team
members to communicate
and maintain relationships
in a positive manner

Examples of sources of evidence

Unable or unwilling to
develop communication
strategies for the Unit

Working climate is ‘closed’,
relevant information is not
shared

Gives more focus to
external/senior rather than
internal stakeholders

Fails to address commu-
nication issues within or
outside the Unit and allows
conflicts to fester

Team members are allowed
to communicate with each
other as they see fit, with
little or no intervention
from Head of Unit

»  Feedback from team members, peers and stakeholders:

- specific examples of positive contributions to meetings and group sessions
- the individual’s ability to develop more effective communication skills in others
- appropriate balance between e-mail/telephone /personal interaction

» Review of written documents - organisational vision and priority statements, instructions
and guidance to team members, technical reports, correspondence, etc.
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4. CONTINUOUS LEARNING & IMPROVEMENT - Level 3/4

Staff members are required to demonstrate the below behaviours in their work:

»

»

»

»

Demonstrate eagerness and a willingness/capacity to learn and deliver improved results
Strive to strengthen the knowledge and talents of yourself and the organisation

Request and use feedback to improve performance
Take responsibility for own and others’ development

Role model behaviour Effective behaviour Ineffective behaviour

A. Creates and sustains a

learning environment
through setting an exam-
ple of continuous learning
and consistently encour-
ages others to develop

B. Utilises personal

development reviews
to explore creative and
self-driven options (e.g.
job assignments) for
enhanced learning and
knowledge sharing

C. Builds a culture which

values development, feed-
back and self-reflection

Champions knowledge
sharing within and out-
side the unit and stresses
the value of learning
within the organisation

D. Fully engagesin the

development process

and ensures all managers
regularly meet with staff to
build and review progress
against development plans

Stresses the importance

of knowledge sharing and
skills development to team
and provides mentoring or
coaching to team members
and peers when appropriate

Stresses personal develop-
ment as a critical feature of
the Unit’s strategy and en-
sures processes are in place
for assessing and addressing
individual needs

Encourages feedback and
self-reflection as a means
of identifying development
needs

Encourages knowledge shar-
ing at all levels of the Unit

Ensures personal develop-
ment review plans match
the Unit’s strategy

Does not highlight the need
for continuous learning and
fails to mentor or coach
team members

Does not follow up on

the Unit’s development
needs and does not exhibit
recognition of the need to
develop own skills

Hijacks any development
assignment and uses
feedback and mistakes
to ‘punish’ instead of
developing

Has a narrow minded
approach towards
development

Sets uninspiring
development objectives that
do not grow staff capability
or enhance the Unit’s
performance

Examples of sources of evidence

Feedback from team members, peers and stakeholders on:

»

»

- examples of positive encouragement for personal skills development, coaching and

mentoring

- the individual’s ability to encourage knowledge sharing

Review of defined processes for personal development assessment and skills strategy.
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5. PROBLEM SOLVING - Level 3/4

Staff members are required to demonstrate the below behaviours in their work:

» Resolve difficult or complicated challenges by framing and breaking down problems or
situations into component parts

» Generate a range of practical solutions and courses of action considering the associated

benefits, costs and risks

» Take focused actions and evaluate results

Role model behaviour Effective behaviour Ineffective behaviour

A. Empowers staff to deal
with problems creatively
and not be frightened of
making mistakes in the
process

B. Encourages team to de-
velop reasonable, simple
solutions to overcompli-
cated/complex problems

Anticipates problems,
thinks laterally and has
contingency plans and a
range of innovative solu-
tions in place

C. Proactively aligns
remedial action at Unit/
organisational level to
match organisational
needs, evaluates effect
and adjusts action plan

D. Acts as a champion of
collaborative thinking in
dealing with problems

Encourages staff to deal
with problems and to
escalate issues when
appropriate

Provides reasonable, simple
solutions to overcomplica-
ted/complex problems

Thinks of the effect on the
Unit/organisation

Prevents and anticipates
problems at Unit/ organisa-
tional level

Seeks advice from others
and is keen to learn from
others’ experience

Has a narrow-minded
scope and/or allows
problems to fester

Complex problems may
be avoided or delegated to
team members

Reacts to all problems
the same way despite
differences in complexity

Sees problems only at
Unit level and does not
participate in identifying
common organisational
solutions

Does not warn or seek
advice from others when
faced with a problem

Examples of sources of evidence

»  Feedback from team members, peers and stakeholders on:

- examples of how the individual simplifies complex challenges for others to comprehend
- individual’s ability to anticipate problems in advance and prepare for eventualities.
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6. RESULTS ORIENTATION - Level 3/4

Staff members are required to demonstrate the below behaviours in their work:

» Focus on results and desired outcomes and how best to achieve them

» Getthe job done

» Set high goals and working in a dedicated manner to achieve them. Push self and others to

reach milestones

» Respond to setbacks with renewed and increased efforts and show innovation and
persistence in the face of difficulty

Role model behaviour Effective behaviour Ineffective behaviour

A. Encourages Unit to seek
creative ways to improve
performance and the
efficiency of monitoring/
control systems

B. Recognises and promotes

examples of hard work,
tenacity and success at
individual and Unit level

C. Communicates to Unit
about stakeholders’
priorities and acts
quickly and positively to
redress issues

D. Encourages Unit to seek
creative ways to improve
performance and the
efficiency of monitoring/
control systems

Monitors Unit outputs
closely and regularly
communicates results and
performance of people,
processes and systems

Promotes values of effort,
accountability and tenacity
throughout the team

Determines and clarifies
with team the best way to
achieve results and out-
comes using the resources
available

Monitors Unit outputs
closely and regularly
communicates results and
performance of people,
processes and systems

Loses focus on Unit outputs
and/or micro-manages and
gets lost in detail about
specific outputs

Fails to recognise hard
work and effort expended
in the team and drives for
results with no concern for
people, team and values

Fails to assess and address
resource challenges and
output difficulties and
delegates tasks inappropr

Loses focus on Unit outputs
and/or micro-manages and
gets lost in detail about
specific outputs

Examples of sources of evidence

» Feedback from senior management, team members, peers and stakeholders.

» Presentation or review of systems and processes for monitoring individual, team and

personal performance.

»  Specific review of how the individual addressed an ‘off-track’ business performance issue.

»  Specific review of how the individual engaged the team in understanding the importance

of consistent delivery
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7. PLANNING & ORGANISING - Level 3/4

Staff members are required to demonstrate the below behaviours in their work:

»

Set goals and targets for yourself and/or others and organise the time and resources

necessary to deliver work

Deliver own workload in an organised and time-efficient manner
rioritise the delivery of work, adjust work or project priorities to take account of changing

circumstances

Set detailed project plans or plans for an area or service and monitor delivery of work

against a plan

Role model behaviour Effective behaviour Ineffective behaviour

A.

o

Develops contingency
plans to address areas of
uncertainty

Constantly improves sys-
tems, processes and KPIs
to assess and appraise
Unit progress and the
meeting of objectives

Leads others in strategic
planning processes and
sets long term and short
term goals

Willingly adjusts unit
plans and priorities to
take account of changes
in circumstances and
monitor their delivery

Anticipates risks and
challenges in resource
management and puts
in place plans to address
shortcomings

Ensures work plans for the
Unit are aligned to Eurojust
strategy and priorities

Puts systems, processes and
KPIs in place to assess and
appraise Unit progress and
the meeting of objectives

Coordinates with other func-
tions and stakeholders in re-
sponse to multiple, competing
demands to ensure work is
completed in a timely manner

Sets clear and measurable
goals, plans and priorities for
Unit and ensure they are met

Implements or utilises
strategic plans on an ongo-
ing basis

Makes good use of re-
sources and ensures proper
management of resources to
deliver unit objectives

Fails to identify and com-
municate critical tasks and
performance indicators for
the Unit

Fails to set up systems,
processes and KPIs to
assess and appraise Unit
progress and the meeting
of objectives

Planning process is hap-
hazard, with objectives and
goals changing frequently
in response to stakeholders’
changing demands

Is slow establishing
priorities in a new or
changed situation

Refuses to adjust plans
and priorities when
circumstances change

Fails to anticipate resource
challenges and delivers nasty
surprises to stakeholders

Makes poor use of resources
with little consideration of
priority areas

Examples of sources of evidence

Feedback from team members, peers and stakeholders:

»

»

specific examples of the individual’s ability to establish and apply appropriate systems and
processes for monitoring and guiding the achievement of clearly defined targets and objectives
the individual’s planning skills and realistic approach to assigning/reallocating resources
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8. SERVICE QUALITY - Level 3/4

Staff members are required to demonstrate the below behaviours in their work:

» Identify and deliver high levels of service and strive to improve quality at all times

» Recognise the diversity of internal and external stakeholders’ needs and adapt ways of
working to ensure high value for customers

» Produce quality service that meets or exceeds Eurojust standards

Role model behaviour Effective behaviour Ineffective behaviour

A. Ensures that supportive
coaching and develop-
ment on service quality is
made available to all indi-
viduals within the Unit

B. Highlights examples of
high quality service and
develops creative ways for
the Unit to recognise them

C. Establishes processes for
regularly appraising service
quality standards to ensure
stakeholder/customer
expectations are met

D. Identifies and strives to
address limitations and
issues that could have a
negative effect on service

quality

Establishes service quality
as a clear and necessary
value within the Unit

Cascades clearly the needs
and expectations of a range
of internal and external
stakeholders and customers

Deals quickly, innovatively,
positively and effectively
with any quality service
problems within the Unit
and minimises any likeli-
hood of repetition

Ensures appropriate dia-
logue is maintained with
customers/stakeholders at
all levels and at all times

Does not emphasise service
quality as a key priority for
the Unit

Does not appraise Unit
members on service quality
issues

Does not collate or analyse
hard data on the Unit’s
service quality

Does not regularly
initiate service quality
dialogue with customers/
stakeholders

Examples of sources of evidence

»  Feedback from team members, peers and stakeholders:

- individual’s skills in promoting service quality and stakeholder satisfaction as a

strategic priority

- how clearly and how often are stakeholder needs and opinions cascaded throughout

the organisation?

»  Review of statistics, written documents and verbal feedback - has the individual:
- encouraged/motivated the team to set quality standards and monitor quality

shortcomings

- consistently responded quickly and effectively to complaints or criticisms from

stakeholders
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9. TEAMWORK - Level 3/4

Staff members are required to demonstrate the below behaviours in their work:

» Cooperate and work collaboratively with others, act as part of a team and accomplish
solutions in line with team objectives

»  Work to be a good team player and positively contribute to team activities while taking
full responsibility for own role and objectives

»  Work cooperatively with others to accomplish Eurojust’s objectives

Role model behaviour Effective behaviour Ineffective behaviour

A. Takes actions to develop
a collaborative culture
within the team

™

Personally provides
examples of collaborative
behaviour and highlights
them in others

C. Encourages team mem-
bers to voice constructive
opinions and ideas, crea-
ting opportunities for
this to take place

D. Defines and regularly
promotes team goals
in an innovative and
inspiring manner

E. Ensures all staff take
personal responsibility
for successes/failures and
evaluates the causal fea-
tures for future learning

Promotes cooperation and
addresses non-collaborative
behaviours

Discourages unproductive
conflict within the team

Seeks input from team
members and listens ac-
tively to gain feedback

Defines team targets, objec-
tives and tests for clarity of
understanding among team
members

Encourages the team to
recognise and celebrate
successes

Examples of sources of evidence

Works independently
and does not encourage
others in the unit to work
collaboratively

Does not address harmful
competition between team
members

Rarely consults colleagues
outside immediate circle

and pays little attention to
views expressed by others

Makes infrequent attempts
to define or promote unit
goals, for example, only
during annual appraisals

Takes credit for the unit but
blames others when things
go wrong. Allows a blame
culture to develop

» Feedback from team members, peers and stakeholders:

- specific examples of how and when the individual encouraged the team to commit
collectively and collaboratively
- individual’s listening skills and tendency to support collaborative attitudes and work

approaches

- individual’s ability to challenge complacency when necessary
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10. LEADING & EMPOWERING - Level 3

Staff members are required to demonstrate the below behaviours in their work:

» Provide supervision, guidance, direction, support and confidence to help people
consistently perform at their best

» Motivate and develop others so they can achieve sustained high performance, even during
periods of challenge or change

Role model behaviour Effective behaviour Ineffective behaviour

A. Acts quickly to address Recognise performance Is slow to recognise or
individual and team issues and provides respond to performance
performance issues. coaching and advice on issues.

specific tasks to develop

Establishes a coaching i Does not discuss
capability and performance

culture within the team performance and personal
and regularly finds time to development issues on a
discuss long-term personal regular or meaningful basis
development priorities

with all team members

B. Checks regularly with staff ~ Empowers employees by Sets unfair objectives
that they have everything giving them the authority to  that the team member
they need to accomplish get things accomplished in cannot achieve or ‘dumps’
goals, removes organisa- the most efficient and timely ~ objectives that are outside
tional obstacles and gives manner the team member’s
authority to act in line capability or skill set
with the staff member’s
capability and confidence

C. Flexes leadership styleto ~ Manages a multi-cultural Lacks understanding of
best suit the individualand ~ work force with sensitiv- cultural differences and
situation without prejudi- ity and adapts leadership preferences and offers a
cing personal authentic- style to a variety of work ‘one size fits all’ approach
ity and retaining the situations to all leadership challenges
respect of all concerned and situations

D. Acts as areference point Behaves in an honest, fair, Is unfair and inconsistent
for ethical leadership and ethical manner at all in approach and attitude
across the whole organisa-  times, showing consistency to leadership and lacks
tion through consistently in words and actions transparency when dealing
exhibiting high standards with difficult messages
of ethics in all leadership or when trying to resolve
situations problems

Examples of sources of evidence

» Feedback from surveys, team members, peers and stakeholders on:
- specific examples of how and when the individual guides and empowers team members
- the individual’s abilities to be empathetic and respectful and help team increase
productivity

» the individual’s abilities to act as role leader in the organisation
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11. RISK TAKING & DECISION MAKING - Level 3

Staff members are required to demonstrate the below behaviours in their work:

» Generate and evaluate alternatives before making a decision or taking action, consider the risks
associated with each option and select the option that has the best balance of risk and reward

» Encourage input from others where appropriate and stand by decisions unless
information or circumstances make it necessary to revisit those decisions

» Evaluate the effectiveness of decisions after they have been made

Role model behaviour Effective behaviour Ineffective behaviour

A. Engages people in identify-
ing risks without causing
panic and encourages a
calm and rational response
from the team that engen-
ders creative and realistic
options for addressing the
main challenges

B. Implements decisions in
line with original intention
and does not get swayed
by unexpected events or
negative reaction.

Continues to show convic-
tion in the decision-mak-
ing process and encour-
ages confidence in others
about the course of action

C. Promotes well-thought
through decisions that
have people’s buy-in and
which they believe are the
best options. When things
change or do not go well,
confidently presents a
‘Plan B’ and implements
quickly and assertively

Involves people appropria-
tely in decisions that may
affect them and shares with
them the risks and potential
consequences

Sticks to a decision even
when faced with resistance
or opposition (e.g., stays
confident in the decision,
does not give in or waiver)

Makes decisions, sets priori-
ties, and chooses goals based
on risks and rewards res-
ponding with back-up plans
if a decision goes amiss

Presents risks and threats
incoherently and causes
confusion, nervousness or
a lack of confidence in the
decision-making process.
Does not support others
in their presentation of
risk-based situations and
critical decisions

Exhibits a lack of faith in
decisions taken and is quick
to change mind or course
in the face of criticism or
negativity

Procrastinates over

key decisions or selects
inappropriate goals which
do not accommodate the
reality of the risk inherent
in the situation. Has no
back-up plan

Examples of sources of evidence

» Feedback from surveys, team members, peers and stakeholders on:

- specific examples of how and when the individual takes decision and assesses risks
- the individual’s ability to assess risks and take decisions in line with organisational

challenges and goals
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12. VISION & STRATEGIC THINKING - Level 3

Staff members are required to demonstrate the below behaviours in their work:

» Promote and take action to reinforce alignment of individuals and groups with the
organisation’s vision, mission and values

» Communicate the big picture at appropriate and regular opportunities

» Express and explains vision to others and influence others to translate vision into action

» Come up with alternative viable strategies or business models that deliver stakeholder value

Role model behaviour Effective behaviour Ineffective behaviour

A. Builds team members and
subordinates into the pro-
cess of clarifying business
unit plans for supporting
Eurojust strategy

B. Gives consistent and
repeated visibility to busi-
ness plans to ensure people
remain clear and focused
on their contents and com-
mitted to their achievement

0

Builds team members and
subordinates into the process
of measuring and reviewing
business unit performance
against agreed plans and seeks
constructive feedback on
reasons for success or failure

D. Encourages colleagues
and team members to
appreciate those external
factors affecting Eurojust
and takes time to update
people on new information
and potential implications

E. Delivers regular and
positive messages about the
importance of Eurojust’s
work and vision and how it
affects the modern world

Determines and defines
how best the business unit
contributes to the organi-
sational vision, mission
and goals by developing a
meaningful strategic plan

Translates strategy into
readily understandable
business plans, objec-
tives and tactics

Regularly reviews the
strategic plan for a team
or business unit and
puts it in context for

the people of that Unit
through seeking their
views and inputs

Identifies and provides
updates on developments
in Eurojust’s external
context and helps others
appreciate the potential
effect on the organisa-
tion’s strategic position

Delivers a compelling
definition of the long-
term purpose of Eurojust
and the environment in
which it operates

Examples of sources of evidence

Does not explain how the
business unit supports
Eurojust’s strategy.

Does not develop or communi-
cate a realistic plan

Develops business plans that
are unrealistic, confusing or
incoherent and which do not
have buy-in from colleagues

Does not regularly measure or
review business unit performance
and/or misses opportunities to
engage team members and subor-
dinates in the process. Ignores or

discourages constructive feedback
on reasons for success or failure

Does not focus on those exter-
nal factors affecting Eurojust
and misses opportunities to
communicate or update peo-
ple on new information and
potential implications

Does not take opportunities to
emphasise Eurojust’s strategic
ambitions or mission to col-
leagues or does so in a manner
that is not persuasive or engaging

» Feedback from surveys, team members, peers and stakeholders on:

- specific examples of how and when the individual takes decision and assesses risks
- the individual’s ability to assess risks and take decisions in line with organisational

challenges and goals
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10. LEADING & EMPOWERING - Level 4

Staff members are required to demonstrate the below behaviours in their work:

» Provide supervision, guidance, direction, support and confidence to help people
consistently perform at their best

» Motivate and develop others so they can achieve sustained high performance, even during
periods of challenge or change

Role model behaviour Effective behaviour Ineffective behaviour

A. Places a strong emphasis ~ Ensures that subordinate Does not stress the
on people leadershipasa leaders emphasise the im- importance of people
critical factor for successin  portance of work planning leadership to others and
Eurojust. Sets expectations ~ procedures and deadlines misses opportunities to
of subordinate leadersand ~ and that they set an example  promote role models or to
assesses their people- to others in terms of adher- set a good example

management performance ence to agreed processes

B. Highlights Eurojust’s Develops and engages Under estimates the
future leadership and hu-  leadership capability and importance of growing
man resource needs and human resources in line future leaders and of
encourages those with with organisational goals, developing human
capability to develop budget considerations, and resources generally.
skills and talent effec- output needs D
tively and quickly oes not encourage

others to develop
people management and
leadership capabilities

C. Promotes awareness of Behaves in an honest, fair, Leads inconsistently or in
the ethical framework and ethical manner at all an unprincipled manner
within the European times, shows consistency in and does not promote
Institutions and encour- words and actions and sets a culture of high ethical
ages team members to an example of high ethical standards and integrity
discuss ethical dilemmas  standards and integrity based decision making

. based decision makin
Provides team members &

and colleagues with a clear
ethical standard against
which they can reference
their own behaviour

D. Regularly addresses cli- Develops clear plans and Refuses to accept leadership
mate factors/issues with strategies for building a responsibility for the atmos-
a variety of creative initia-  positive organisational phere in a business unit or
tives that involve the team  climate and measures that across an organisation
members and for which climate on a regular basis

they take responsibility Does not assess or respect

and enjoy the success Takqs action to develop or organisational climate angl
modify climate factors to does not set plans for posi-
suit Eurojust’s needs tively addressing factors

that create negative climate
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11. RISK TAKING & DECISION MAKING - Level 4

Staff members are required to demonstrate the below behaviours in their work:

» Generate and evaluate alternatives before making a decision or taking action, consider the
risks associated with each option and select the option that has the best balance of risk

and reward

» Encourage input from others where appropriate and stand by decisions unless
information or circumstances make it necessary to revisit those decisions.

» Evaluate the effectiveness of decisions after they have been made

Role model behaviour Effective behaviour Ineffective behaviour

A. Makes strategic and
operational plans central
to all critical decision
making and explains to
others the importance of
these decisions in a way
that brings commitment
and understanding

B. Involves team members
and stakeholders in
decision-making process,
even when contrasting
views and needs exist.

When tensions are high,
delivers sound decisions
confidently and profes-
sionally

C. Consistently challenges
current thinking and ac-
tion in a constructive and
creative manner.

Presents new options and
opportunities in a practi-
cal and positive way

Analyses and articulates the
operational goals and strate-
gic plans of Eurojust and uses
this to guide decision making.

Thinks several steps ahead
to anticipate risks and likely
outcomes and decide on the
best course of action

Encourages lively debate
and diverse opinions to gen-
erate a range of options.

Makes sound decisions when
faced with differing stake-
holder perspectives or am-
biguous information, based
on Eurojust’s organisational
needs, values and objectives

Uncovers potential op-
portunities for Eurojust by
challenging conventional
thinking and assumptions

Does not explain the need
for, or content of, strategic
and operational plans in
way that people understand
or feel committed towards.

Gets caught out by
unexpected events through
not thinking ahead

Does not seek to involve
others in the decision-
making process and does
not welcome advice or
guidance from stakeholders
or team members.

Cannot effectively manage
contrasting stakeholder
requirements

Accepts the status quo in
terms of everything the
organisation does and
focuses on.

Provides no alternatives
to the way things are
approached or dealt with

Examples of sources of evidence

» Feedback from surveys, team members, peers and stakeholders on:

- specific examples of how and when the individual takes decision and assesses risks
- the individual’s ability to assess risks and take decisions in line with organisational

challenges and goals

- the individual’s ability to bring commitment and understanding to organisational decisions
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12. VISION & STRATEGIC THINKING - Level 4

Staff members are required to demonstrate the below behaviours in their work:

» Promote and take action to reinforce alignment of individuals and groups with the
organisation’s vision, mission and values

» Communicate the big picture at appropriate and regular opportunities

» Express and explains vision to others and influence others to translate vision into action.

» Come up with alternative viable strategies or business models that deliver stakeholder value

Role model behaviour Effective behaviour Ineffective behaviour

A. Leads review activities or
projects at senior manage-
ment level and regularly
reviews the strategic focus
for business units within
area of control

B. Recognises changing
business conditions
quickly and brings them
to the attention of senior
colleagues.

Offers creative and flex-
ible options for address-
ing new business chal-
lenges or opportunities

C. Takes every opportu-
nity to let team members
‘think outside the box’ and
to step back from day-to-
day operational pressures
on a balanced basis

Constructively contributes
towards and reviews Euro-
just’s strategic plan and seeks
coherence with the strategic
direction of all business units
within area of control.

Communicates and em-
phasises that coherence at
every opportunity

Positively contributes to the
modification of Eurojust’s
vision and mission based on
changing business conditions

Uses knowledge of Eurojust
context and political trends
to encourage and convince
others to develop and cham-
pion long-term strategies.

Encourages strategic think-
ing in colleagues and team
members

Plays a passive role in dis-
cussions/debates regarding
Eurojust strategy and does
not review the strategic
focus of business units
within area of control on a
regular basis

Is slow to identify changing
business conditions and
reacts slowly or misses the
chance to bring them to the
attention of senior colleagues.

Offers limited or unwork-
able options for addressing
new business challenges or
opportunities

Does not share knowledge
of Eurojust context and
shows no inclination

to encourage strategic
thinking in others

Examples of sources of evidence

»  Feedback from team members, peers and stakeholders on:

- specific examples of how and when the individual ensures that the vision is communicated

and maintained

- the individual’s ability to translate vision into actions and vice versa
- the individual’s ability to develop strategies that bring business value and fit the changing
business environment and challenges
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