
CREW High-Level Theory of Change

Project Stages

Project selection and prioritisation process

Co-production (during project delivery)

Co-construction process (pre-project)

1

2

3

Output development4

Preliminary internal 
stakeholder analysis 
already conducted

Scientific expertise 
sought to ensure 

request is feasible

CREW ensures full 
range of relevant 

academic expertise 
is available

Sufficient time 
and resources 

allocated to 
project to address 
stakeholder needs 

and effectively 
execute impact 

activities 
throughout all 
project stages

Project team 
construction

Project 
Steering Group 

construction

CREW Project 
Manager 

engagement 
with CREW 

Gatekeeper / 
project 

requester

Pre-established relationships and networks 
leveraged to develop research team with relevant 

policy awareness and technical expertise

Prior relationships enable team to hit the 
ground running

Researchers with expertise most suited to project 
perceive timeline and budget to be feasible

Project is advertised to widest range of researchers 
possible (e.g. extending beyond Scotland if necessary) 

to ensure specific expertise needed is included

Project research team covers full range of expertise 
that will be required throughout project

CREW Gatekeepers communicate Project Steering 
Group opportunity widely across organisation 

All relevant organisations implicated in project 
delivery/application of findings are included in 

Steering Group (e.g. industry)

Project Steering Group members have power and 
influence to deliver or advocate for changes in their 

organisations or beyond

CREW Gatekeepers/project requesters facilitate 
wide communication within stakeholder organisation 

to ensure work is relevant and non-duplicative

CREW facilitate communication between
CREW-affiliated research team and project requester 

to co-develop project specification targeted to a 
specific, measurable, scientifically achievable, 

relevant problem in a specific stakeholder context, 
with a time-bound deadline for application (if 

feasible)

CREW Gatekeepers/project requesters facilitate 
buy-in attainment from relevant individuals or teams

CREW facilitate practical discussions with stakeholder 
organisation to gather practical requirements of 

outputs align with stakeholders capacity (in terms of 
staff, resource and expertise)

CREW adjust planned resources and timeline to 
ensure project ability to address research question 

and impact goal

CREW facilitates co-construction of communication 
and impact strategies

CREW Project 
Manager facilitation 
of dialogue between 

CREW-affiliated 
research team and 

stakeholder 
organisation(s)

Researcher - 
stakeholder 

co-production 
during project

Leveraging impartial status 
to holistically represent 

each stakeholder and 
researcher needs

Translating dialogue and 
and ensuring accurate 
interpretation where 

necessary

Retaining flexibility in 
project management 

processes (e.g. meetings) to 
adapt or pause when right 
people are not in the room, 
other expertise needed, or 
information has not been 

absorbed fully

Balance between ‘scope 
creep’ to ensure project 

success, usefulness & 
impact, while maintaining 

centrality of agreed-to 
project specification

Effective prioritisation/
adaptation of stakeholder 

requests and needs vs 
research team capabilities

Reseachers have clear idea 
of the role of the Project 

Steering Group, the 'rules 
of engagement', how to 
leverage stakeholders' 

expertise, and their own 
level of autonomy

Researchers led by 
stakeholder needs rather 
than academic interests

Co-production of 
research instruments and 
methodological decisions 

with Project Steering Group

Trust built between 
researchers and 

stakeholders to facilitate 
engagement

Researchers made aware 
of the balance between 

near term policy goals and 
longer terms strategic 

policy goals

Sufficient time during 
project to iteratively report 
results and evaluate/adjust 

impact development 
strategy (if feasible)

Output type 
decision-making 

processes

Prioritisation of policy 
outputs over academic

Inclusion of knowledge 
- exchange oriented 

outputs

Findings are specific, 
applied, and practical

Output 
development

Workshop held 
post-project

Project
Steering Group 
communicate 

findings 
within their 

organisations / 
third parties

Findings are 
presented in a policy 
or practice-oriented 

way

Findings are presented 
jargon-free

Recommendations are 
specific and indicate 

the practical
implications of

the findings

Findings are 
presented in

a clear structure

Findings discussed 
with stakeholders 
oriented towards 

application

Relevant
stakeholders beyond 

immediate Project 
Steering Group are 

invited (e.g. others in 
stakeholder 

organisations or third 
parties)

Project Steering 
Group are equipped 

with accessible 
outputs and findings 

to share both 
informally and 

formally

Sufficient time and 
resources dedicated 

post-project to 
support Project 
Steering Group 

members to execute 
communication and 
impact strategy and 
disseminate findings 
to wider stakeholder 

communities

CREW outputs 
support ‘base 

policy 
thinking’ with 

data and 
evidence 

shared with 
stakeholder 
organisation 

CREW 
outputs 
increase 

stakeholder's 
awareness of 

the current 
state of a 

sector-related 
issue or a 

problem with 
mapping or 

synthesis 
work

Policy impacts: 
research delivered 

is aligned with 
stakeholder 

strategic directions 
and timeline (e.g. 
policy window)

CREW 
outputs 

validate or 
clarify a 
specific 
concern 
within a 

stakeholder 
organisation

CREW 
outputs 
expand 

stakeholder's 
awareness of 
a problem or 

potential 
solutions

CREW 
outputs are 
practically 

valuable for 
stakeholder 

organisations

Practice or 
capacity building 
impacts: research 

triggers steer in 
innovation 
strategies

Policy impacts: 
research provides 

important 
‘building blocks’ 

for policy

Policy impacts: 
stakeholders have 
relevant, robust, 

practically 
applicable 

evidence to 
advocate for 

policy changes

Policy impacts: 
research triggers 

shifts in policy 
thinking

Practice 
or capacity 

building impacts: 
stakeholders are 

able to use project 
outputs in 

practice

4

4

4

4

3

3

Researcher - 
stakeholder 

co-construction 
pre-project

2

2

2

2

Project 
accepted by 

CREW

1

Project 
prioritised by 

CREW

1

Project 
requested by 
stakeholder 

organisation(s)

1

Impact activities Enabling factors Intermediate outcomesColor Key

Project 
prioritised by 

CREW 
stakeholder 

theme groups, 
including 
academic 

representatives 
and sponsors

1

Stakeholders 
assess in terms of 
policy relevance, 

urgency, likely 
impact, and policy 

synergies

Specific problem 
identified and clear 
vision of what the 
outputs/evidence 
should allow them 

to do

CREW draws 
together disparate 

requests on the 
same/similar topic 

or problem

Projects accepted 
have cross-cutting 

impacts and 
findings are 

relevant to multiple 
policy agendas

Steering Group members and sponsors acknowledge 
there will be a time commitment from them, in 

particular to assess how outputs are going to be used 

Researchers with expertise recognise research 
benefit for them in a way that aligns with 

stakeholder/policy need

CREW PM facilitates project outputs discussion

CREW Project Manager is 
allocated clearly and is 

present at all key project 
stages

Stakeholders allocate 
time to ensure wide 

range of relevant 
people are in the room

Other stakeholder 
organisations 

consulted on idea 
and invitation to 

collaborate sought


