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A supply chain map is a graphic representation of what happens in and 

around a supply chain: it depicts actors in the chain and their connections, 

flows of products or goods, information, processes and key external 

influences, both upstream and downstream. A supply chain map is a 

powerful tool to visualize the macro context of a market. It helps you to 

analyze processes and highlight opportunities and inefficiencies in your value 

chain. This Business Bulletin is based on the AAA training on Inclusive Business 

Management and explains how you can map your supply chain and what 

that can do for your business. 

 

1. Why map your supply chain? 

 

If a supply chain map is well designed, so that it’s easy to interpret and 

understand, it’s a strong tool to understand the broad context in which the 

business operates. It can help you to:  

 clarify the relationships and interconnections between direct and 

indirect actors in the chain   

 analyze key processes and understand the flow of products, services, 

information and payment. 

 create clarity on external influences and how they may affect your 

supply chain 

 gain insight on how benefits are distributed throughout the chain  

 highlight opportunities and inefficiencies  

 support your corporate strategy  
 

2. Supply chain mapping in three phases: topics & key questions 

 

A thorough yet concise and 

workable map is created in 

three phases, explained on 

the next page. For each 

phase you will find the key 

elements to include and 

questions to answer. For easy 

of working, you can also 

make a separate map for 

each phase (Source: CIAT, 

2014) 

 

  



 

 

 
 

Phase 1: Mapping the actors & their relationships 

The direct 

actors 

Who are the actors involved in each link? Where are they located? What do 

they do? What are their characteristics? Who is missing? 

The indirect 

actors 

Who supports each link in the chain? What support services and operational 

services are necessary? Who provides inputs? What services are lacking? Who 

could provide missing services? What motivates the indirect actors? How is 

power distributed amongst the partners, and how is it used? What kind of 

relationship is there with key partners? Is it good, bad or indifferent? 

Product flow 

& information 

flow 

Who does each actor sell to? What type of information flows between the 

actors? Who provides whom with info? How do the different actors 

communicate? What modes of communication do they use? 

Relationships 

between key 

actors 

How would you describe the relationships between direct actors? Good, bad, 

or regular? Why? How would you describe the relationships between indirect 

actors? Good, bad, or regular? Why? 

Product char-

acteristics 

Describe the characteristics of the product (size, color, appearance, texture, 

presentation, etc.).  

Phase 2: Mapping commercial figures (for direct actors only) 

Prices and 

payments 

 

What is the sales price at each link in the chain? When in the year does the 

price increase or fall? How do buyers pay (cash, transfer, etc.)? How often do 

they pay (e.g. up front, weekly, monthly, etc.)? 

Volume What volume of the product is sold to each buyer? How frequently is the 

product sold to each buyer (daily, monthly, per harvest, etc.)? During which 

period(s) is the product more scarce and/or more abundant? 

Returns 

 

How much does it cost to produce each unit? At what price is the product 

sold? What is the sales margin? If the product is transformed, what are the 

conversion ratios (e.g. 1kg of fruit to obtain 1kg of pulp)? 

Phase 3: Mapping external influences 

Economic 

forces 

Which economic forces affect the performance of the value chain?  Which 

macroeconomic forces (e.g., global market conditions, exchange rates etc.)? 

Which microeconomic forces (e.g., access to infrastructure, credit 

accessibility, and land tenure)? What socioeconomic forces (e.g., income, 

land tenure, housing, healthcare, quality of life, etc.)? 

Political/legal 

forces 

 

How do laws, regulations, standards or taxes influence the value chain and 

the market? How do private sector standards and business practices influence 

the value chain and the selected market? How do other policies influence the 

value chain? (Pricing or consumer policies, etc.) 

Socio-cultural 

forces 

 

What are the cultural, religious, demographic, educational and ethnic factors 

of the value chain’s actors and partners? How do values, beliefs, attitudes and 

lifestyle influence consumer preferences, business practices and producer 

organizations? 

Environmental 

forces 

 

How does climate change and variability influence the value chain? How 

does the chain relate to key environmental functions (e.g. water access, soil 

health) and how do they support or inhibit the development of the chain? 

Technological 

forces 

 

Is technology available for the value chain actors and their partners? Is the 

use of technology desired or possible? How do the costs and availability of 

technology affect the value chain? Is technology developed and available 

locally for the chain or does it come from external sources? 

 
For practical examples and more details, see CIAT Publication 398, 2014, LINK 

methodology: A participatory guide to business models that link smallholders 

to markets. This document can be found online at the AAA Resource Centre.  


