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⮚ Programme process revision

A MA internal revision of our processes and procedures in order to improve
ourselves and our jobs (a lot of ideas come out from an internal focus group)

A need for more simplification and efficacy linked also to ongoing system 
audit (Description of the Management and Control System revision)

⮚ Request to test use of AI in our processes

Coming from our organisation (Veneto Region) and in line with EU and National 
guidelines for introducing AI in Public Administrations

How did we start with the AI tools?



Two main needs 

Using advanced tools 
to make project 
eligibility and 
selection more 
efficient and reduce 
the length of the 
process

1
Organise data and 
know-how related to 
project monitoring to 
allow informed 
programming 
decisions (data from JEMS 
and from internal accounting 
system, Document 
repository, office-led internal 
procedure checks etc.)
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The solutions alligned with the regional 
ICT Department

Dedicated tool

Test AI to 
automate checks 
and provide 
support during the 
assessment 
process (eligibility 
and quality)

«KLens»

1
Off-the-shelf AI

Test Google Gemini 
tools to link 
different datasets 
and allow requests 
at Programme and 
project level 
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⮚ Lack of internal IT expertise to develop a reliable, deployable product

⮚ A secure, reliable environment for internal data

⮚ Versatile tool adaptable to various needs and requests

⮚ Available server infrastructure optimized for AI tools

⮚ A proven solution, realized through 1.5 years of R&D

Why did we start with a tool developed by 
an external supplier?



⮚ «Check Lists» Project development

1. Proof of Concept (PoC) in July 2025 with Small-scale projects (56 proposals) –
first tests on the eligibility checklist of the Programme

2. Interoperability with Jems (via API) in September 2025 to carry out eligibility
check on Standard projects (173 proposals) – further tests on eligibility
checklist of the Programme

3. Tests on the support to quality assessment (AI «pre-digested» contents
taken from Application Forms to ease the work of assessors)   

KLens tailored solution



KLens expected benefits

Time reduction

Less duplication and 
fewer manual tasks in 
project selection, 
leading to faster 
processes and 
shorter timelines

In-depth Analysis

Opportunity to explore 
project themes in greater 
depth, supporting richer 
insights and decisions

Quality & 
Consistency

Better data quality and 
uniformity thanks to 
automatic 
synchronization across 
systems



⮚ AI applied to documents and processes

The AI power applies to documents in order to make a machine replicate human 
managed processes. Documents are hard do handle, AI comes in help on this. 

⮚ Do not change your habits!

No new IT products are needed. Do not change your flow, but integrate them 
and save time using Klens platform

What is Klens?



Apps 
point



Eligibility checklist app



Klens 
Report for 
quality 
assessment



Klens 
documents 
data 
masking for 
sensitive 
information

Before



Klens 
documents 
data 
masking for 
sensitive 
information

After



Klens project 
summarization



Klens web platform

Documen
ts

eligibility 
check
app

quality 
check
app

…
app

…
app

AI 
models

Ingestion 
engine

Platform 
services

Model and technical approach



Klens

Available as a 
web 
application 
both as cloud 
“click and go” 
solution or 
installed in 
your data 
center

1
Integrate your 
documents sources 
for documents 
analysis (FTP, DMS, 
database, Google 
Drive, Sharepoint, 
…)
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Klens

Create 
customized 
apps that 
integrates AI 
reasoning and 
analyzed 
documents 
data

3
GDPR compliant, 
security first 
design, no need to 
have copies of 
documents
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⮚ KLens results validation

Two assessors helped (valuable contribution) to validate the results through 30 
Application Form on a 15 checks list; 450 checks analyzed

⮚ Initial threshold 75% matched

The KLens answers currently align with the Assessor answers (ground truth) at a 
75% match threshold; additional tuning will enhance this result further; Human-
in-the-loop (HITL) validation provides essential confidence and quality assurance

⮚ About 2 minutes to have an entire checklist analyzed

Instead of hours of searching and surfing through the documents, KLens 
provides the answer in 2 minutes → more time to focus on more complex issue.

First outcomes



AI Challenges

Testing phase

If eligibility is carried 
out according to a 
tight schedule it 
could be perceived 
as a waste of time by 
involved staff

Off-the shelf 
AI

Time-consuming, 
few results, not 
fully reliable 
outcomes

Assessor’s role

It is currently difficult 
to imagine that the 
whole eligibility 
process could be 
carried out only by 
AI. At the moment 
we are having in 
parallel AI and 
assessors’ results

Change 
management

AI introduction in our 
organization, like 
every innovation 
especially in the 
digital domain, 
entails the need to 
work on/ with the 
people and on the 
changes to be carried 
out



Open Questions

Revising our processes

Given the results it might be 
promising to modify our 
checklists to include as many 
checks as possible that can be 
dealt by AI. 
AI can be useful to highlight 
the areas where the assessor 
should concentrate the checks

Forward looking?

Are Public Entities 
equipped to manage 
exponential 
technological change?

To what extent working 

now in view of the next 

programming makes 

sense considering the 

speed of developments?

More prone to 
complaints?

Are we administrative 
ready to reference AI 
tool in our Call of 
Proposals?

Using AI for eligibility 
could expose us to more 
complaints by potential 
beneficiaries?
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