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Cabinet Office Delivery Toolkit 
 

Delivery Chain 
 

 
 
A “delivery chain” refers to a wide network of organizations that work together to achieve 
or deliver on a commitment. Put simply, a delivery chain identifies everyone that would 
be engaged to help deliver an intended outcome. For example, if an intended outcome 
of an initiative is to reduce childhood obesity, then a delivery chain would align and 
identify all those who would be involved in making this happen. This could include those 
at the municipal level (school boards, health units, physicians) to the provincial level 
(ministries of health, education, social services etc.) to the community and citizen levels 
and how they are engaged. The chain could also consider the engagement of groups or 
actors that may not belong to a formal organization – i.e., parents, medical 
professionals, community figures and others who play a role in a child’s life.  The 
delivery chain is more than a stakeholders list and would not only have stronger lines of 
communication and accountability; it would also have a meaningful link to the end 
recipient, in this case children.  
 
A delivery chain identifies all of the links through which a policy impacts. A delivery chain 
should map out the path from the policy intent to the behaviours and practices that the 
policy is designed to influence and show how – and through whom – those behaviours 
and practices are impacted.   
 
The development of a delivery chain requires a thorough consideration of all the key 
partners involved in delivery. Once you’ve developed your delivery chain, an 
assessment of the strength of each “link” or partner in the chain will help to identify areas 
that may require improvement or mitigating action in order to support successful 
delivery.  You can use the information to align the strategies in your policy work to work 
with the influence and relationships existing with the key players.  Further, the delivery 
chain acts as a diagnostic tool to assess risks or identify design challenges and develop 
mitigation strategies for working with all of the key players. 
 
Developing a Delivery Chain  
 
To develop a delivery chain, it is necessary to first have an understanding of who is 
involved in the delivery of the initiative. In considering this, do not be limited to direct 
management relationships, but think about everyone that has a role in exerting influence 
over the achievement of the initiative right down to the individual receiving the service or 
program. Once key players have been identified, the construction of the chain - which is 
often depicted as a flow chart - should reflect the nature of the relationship between 
each part of the chain.  
 
Delivery chains have four types of relationships: 
 

1. Internal – where one part of the chain directly manages another (e.g. head office 
and regional office)     

 
2. Contractual or Regulatory – where one part of the chain defines through law or 

funding how another does its business (e.g. provincial government relationship to 
municipalities)  
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3. Common Purpose – bodies with parallel missions/responsibility to work towards 

a common goal (e.g. OPS ministries that share responsibility for a specific goal)  
 

4. Wider Community – no formal authority; relies on persuasion to influence 
behaviour that will help in achieving targets (e.g. advertising campaigns 
encouraging the general public to quit smoking or incentive programs)  

 
Here are some tips for developing your delivery chain:  
 

 Identify all of the key partners with a role in delivering the initiative (remember to 
consider how the wider community may have an impact on the outcome)  

 Consider the type of relationship to one another (as outlined above) and their 
ability to influence the outcome  

 Indicate where there are specific relationship requirements (i.e. flows of funding, 
information or service delivery) to illustrate key accountabilities at each link 

 Think about who is accountable at the top and at each part of the delivery chain  
 Include only the entities and relationships that exist today, not what could or 

should exist 
 
 
Delivery Chain Examples 
 
 
Delivery Chain for a Diabetes Program: 
 

 
(Figure Source: Ministry of Health and Long-Term Care) 
 
 
 
 
 

FHTs:  
Family Health 
Teams 
 
LHINs:  
Local Health 
Information 
Network 
 
CDA:  
Canadian 
Diabetes 
Association 
 
CHCs: 
Community 
Health Centres 
 
MOHLTC :  
Ministry of 
Health and 
Long-Term 
Care 
 
DPs: 
Diabetes  
Programs 
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Delivery Chain for Affordable Housing: 
 

 
 
(Figure Source: Delivering Efficiently: Strengthening the Links in Public Service Delivery 
Chains, National Audit Office and the Audit Commission, United Kingdom, March 2006) 
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Delivery Chain Analysis  
 
Once your delivery chain has been established, an assessment can be completed to 
determine readiness to deliver.  A series of questions, suggested below, provide a guide 
to help analyze strengths and weaknesses in the areas of: 

y Minimizing risks when a delivery chain has complex relationships 
y Managing and engaging all partners identified 
y Understanding the nature of how partners are linked 
y Realizing efficiencies within the chain 

 
As one component of the overall delivery picture, this assessment will provide a sense of 
whether there is a high risk of failure or if all partners are aligned to be highly effective 
and efficient in working together towards the goal. 
 
Self-Assessment Questions 
 

1. Is coordination and communication between all parts of the chain sufficient? 
 

2. Are the levers and/or incentives appropriate for achievement of the goal? (i.e. is 
funding adequate? Is legislation or regulation necessary?) 

 
3. Are risks to the delivery chain being managed and mitigated?  

 
4. Are the appropriate performance measurement systems in place to track 

progress and is information shared with all partners in the delivery chain? 
 

5. Is there strong and accountable leadership at all levels of the delivery chain?    
 

6. Is there a shared operational plan describing how services will be delivered? 
 
 
Additional Resources 
 
Delivering Efficiently: Strengthening the Links in Public Service Delivery Chains, by the 
Comptroller and Auditor General prepared jointly by the National Audit Office and the 
Audit Commission, United Kingdom, March 2006 
 
A delivery chain analysis worksheet and supporting materials can also be found at the 
UK’s Improvement Network website 
 
 
For more information please contact: 
 
Strategy & Results Branch 
Policy & Delivery Division 
Cabinet Office 
 
Cora Sheppard 
Policy Advisor 
(416) 327-7127 
Cora.Sheppard@ontario.ca 

Rebekah Witteveen 
Policy Advisor 
(416) 314-3348 
Rebekah.Witteveen@ontario.ca 
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