
Systemic implementation 
of the Common Assessment Framework: 

fostering digital innovation in project management 
to improve team collaboration, efficiency, and decision-making

Region of Crete, Greece

Dr. Nikos Raptakis - Giulia Bartolozzi

10th CAF Users’ Event  under the Polish Presidency of the Council of the EU

10th April 2025, Warsaw



Sincere
Effort

High Intention
Intelligent
Execution

Fostering a Culture of Excellence in the Region of Crete



“Excellence is never an accident. 

It is always the result of high intention, 

sincere effort, and intelligent execution; 

it represents the wise choice of many 

alternatives - choice, not chance, 

determines your destiny.” Aristotle (384 - 322 BC)

Core Value of Excellence



Region of Crete, Organisational Structure – Breakdown at the level of seven GDs
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CAF implementation objectives

Building a Culture of 
Excellence

Enhancing Management 

Capacity through training 

and active engagement 

in the assessment 

process.

Understanding the CAF

context and its synergy 

with existing 

Management 

Practices.

Improving Organisational 
Performance

Recognizing areas for 

improvement, defining 

priorities, and developing 

Action Plans.

Driving successful 

improvement initiatives 

to foster Organizational 

Excellence.



Implementation Stages of the Common Assessment Framework

Project Planning

Staff training

Self-Assessment

Action Planning

• Commitment

• Purpose and objectives

• Deployment scope

• Extended methodology

• Project teams

• Training material

• Staff trainings

• Principles of Excellence

• CAF Structure

• Scoring Methodology

• Questionnaire

• Two dimensions

• Seven workshops 

• Data processing

• Evidence collection

• Results presentation

• Prioritisation process

• Action Planning

• Implementation

• Monitoring



7 Self-Assessment workshops on DGs levelDeployment of a customized questionnaire

Self-Assessment Approach

9 Criteria

28 Subcriteria

180 
Questions

1.1.a

1.1…

1.1.b…

Self-assessment teams consisting of 245 members, including all heads of directorates and departments.

Guided sessions where participants conduct a thorough evaluation of their unit using the CAF framework.



Two-Dimensional Approach to the Self-Assessment Process

The level of importance I assign to 

each issue for the effective 

operation of my organization.

Importance

How I assess my organization’s 

performance in implementing 

actions and delivering results.

Performance
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Using Portfolio Analysis to Identify Key Areas for Improvement



Identifying Communication Gaps and Strengthening Team Alignment



Conducting Importance-Performance Analysis at a Sub-Criteria Level
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88%

Overall Importance of the Common Assessment Framework in the Region of Crete

Overall CAF Importance Score



1.

Results 

Orientation

2.

Citizen/

customer focus

5.

People

development 

and 

involvement

4.

Management 

of process and 

facts3.

Leadership and 

constancy of 

purpose

6.

Continuous 

Learning, 

Innovation and 

Improvement 8.

Social 

Responsibility

7.

Development 

of partnerships

Action Planning - Reflecting the core principles of excellence



Standardized 
Procedures at the 

Regional Level

Multi-Level 
Governance in PM

Comprehensive 
Management of the 

Project Lifecycle

Monitoring of 
Project Timelines 
and Milestones

The Need for a Structured and Systematic Project Management Approach



Digital Archiving and 
Records Management

Information 
Management and 
Data Governance

Knowledge
Management and 

Learning

Decision Support 
across management 

levels

The Need for a Structured and Systematic Project Management Approach



Project Management System: Architecture and Design

Business Process
Reengineering (BPR)

Digital Project Folder 
Management

Information and 
Knowledge 

Management (IIMS)

Geospatial 
Visualization and 
Information (GIS)

Responsibilities and Roles

Operational Planning and Decision-Making



Project Management System: Architecture and Design

Business Process
Reengineering

(BPR)

Standardization of Key Project Phases

Simplification and Redesign of Processes

Establishment of a Standardized Tendering Procedure

Implementation of Common Work Guidelines for All Regional Units

Operational Planning and Decision-Making



Example: Monitoring the Project Tendering Process



Digital Project 
Folder 

Management

Implementation of Digital Certificates at All Levels of Project 
Governance

Comprehensive Electronic Project Folder with a Unified 
Structure for All Projects

Automated Document Archiving and Project Matching

Classified User Access with Assigned Usage Rights

Project Management System: Architecture and Design

Operational Planning and Decision-Making



Digital Project Folder with secure user access controls



Information and 
Knowledge 

Management 
(IIMS)

Project Management System: Architecture and Design

Accurate and Timely Information on Project Progress

Customized Reporting for Each Level of Governance

Monitoring of Project Timelines and Critical Milestones

Tracking Project Goals and Performance Indicators

Operational Planning and Decision-Making



Fact-Driven Decision Making: Integrating Business Intelligence Dashboards with Power BI

https://app.powerbi.com/groups/me/reports/37c42b10-00d4-4998-9d67-ecc0c49939f1/?pbi_source=PowerPoint


Geospatial 
Visualization 

and Information 
(GIS)

Geospatial Visualization of Projects on the Map of Crete

Integration of Primary Data with Satellite Information

Overlay of Maps with Combined 1700 Data Layers

Visualization of Vulnerability Areas (InSAR)

Project Management System: Architecture and Design

Operational Planning and Decision-Making



Example of Geospatial Imaging in a 400 Road Safety Interventions Project



Lessons learnt

Lesson 1: Empowering Your People

1. Create an environment where employees feel valued, empowered, and 

motivated to contribute to the organization’s success.

2. Involve your team at every stage, leveraging their expertise and ensuring their 

commitment to the process.

3. Assessing the "Importance" dimension can provide valuable insights and 

support a more effective prioritization process.



Lessons learnt

Lesson 2: Focusing on Constancy of Purpose

1. Maintain focus on the organization’s vision and strategy, ensuring leadership 

sets a strong example as role models.

2. Provide tailored tools that align with each stakeholder’s role within the 

project’s multi-level governance structure. 

3. Engaging in the CAF self-assessment process increases staff awareness, leading 

to a more effective use of the Project Management System.



Lessons learnt

Lesson 3: Building a Culture of Recognition 

1. Acknowledging both individual and collective accomplishments reinforces 

positive behaviors, strengthens teamwork, and fosters a culture of excellence.

2. Sharing success is key to building a motivated, engaged, and high-performing 

organization.

3. Large organizations can gain substantial benefits from qualitative 

benchmarking activities across departments.



Contact Details

Thank you for your attention.

Giulia Bartolozzi

Head Of Department, Road Construction

bartolozzi@crete.gov.gr

+30 2813 412514

Dr. Nikos Raptakis

Executive Secretary

n.raptakis@crete.gov.gr

+30 2813 400227
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