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I 

摘要 

中邮速递物流股份有限公司作为国内最大的速递企业，现在面临的却是市场

份额逐年降低，客户满意度较差的现状。速递企业作为服务型企业，其流程对于

输出结果的作用不言而喻。因此，本文首先描述其核心业务——速递业务的流程；

然后运用 ECRSI 方法分析其流程中存在的问题；接着针对问题运用标杆瞄准法、

ABC 分类法、节约里程法等方法提出了优化方案，最后基于质量功能展开理论，

运用质量屋建立了 EMS 业务流程优化的定量模型。 

具体来看，本文首先对中邮速递的组织构架进行描述，并从税收征缴和行业

内其他企业组织构架类型两个方面进行分析，得出总分公司制优于现在的母子公

司制。接着运用一单真实的快递业务，完整的描述邮件从下单到投递的全过程。

具体流程包括以下环节：客户下单、上门揽收、回班交接、内部封发、分拣、运

输、投递。其中，重点分析了客户下单、上门揽收、分拣、运输、投递这五个环

节，针对各环节存在的问题，设计了不同的优化方案。客户下单环节：通过分流

的方法，提高 11183 热线的接通率，通过针对会员和非会员客户设计不同的流程，

缩短客户网上下单的时间；上门揽收环节：通过删除非必要的活动，增设移动收

件仓库提高揽投员的收件量；分拣环节：通过颜色和数字代码重新设计分拣区域

的方法提高分拣员分拣的准确率和缩短分拣时间；运输环节：通过节约里程法减

少运输路程；派送环节：通过采用“自由快递”手机应用、移动收件仓库和按手

机尾号排列邮件的方法，提高投递环节的客户满意度。 

最后本文运用质量屋的方法，建立业务流程环节优化度和客户需求指标满意

度之间的线性规划模型，确定在投入资金和时间一定的约束条件下，为使客户满

意度最大化，各个流程环节的优化度。 

本文通过对中邮速递 EMS 业务各环节流程的分析和优化研究，可以为中邮

速递的某些分公司提供一些启发性建议，尤其对那些所处外部市场环境和本文案

例的公司所处环境相似的分公司，具有稍许的参考价值。 

关键词：快递；流程优化；质量屋 
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Abstract 

As the largest Express Delivery Company, China Postal Express & Logistics Co., 

Ltd. now suffered from market share decline and poor customer satisfaction. As a 

service-orientated enterprise, business process plays an important role towards the 

service output. This research firstly describes its core business—the process of express 

delivery, secondly analyses its problems under ECRSI method, the proposes an optimal 

delivery process by using Benchmarking method, ABC Classification method, and 

Mileage Saving method, finally based on the quality function deployment theory, uses 

the house of quality to establish a quantitative model of the EMS business process 

optimization. 

Looking into the details of this research, it first analyses the organization structure 

of China Postal Express & Logistics Co., Ltd. from the aspects of efficiency and tax 

payment, which leads to the results that Head office – Subsidiary Structure is superior 

to Parent – Son Company Structure. Then this research describes the overall delivery 

process that contains order placed, order pick up, transfer, internal delivery, sorting, 

transportation and delivery to destination. Within this process, it proposes an optimal 

process regarding to the problems in especially the process of order placed, order pick 

up, sorting, transportation and delivery to destination. To order placed step, by 

designing different processes for members and non-members, improve the 11183 

Hotline Through Rate as well as shorten the time to place orders online. To the order 

pick up step, by removing non-essential activities and creating mobile order pick up 

warehouses to improve the overall order pick up numbers. To the sorting step, 

redesigning the sorting area by color and number code to improve the accurate rate and 

shorten the sorting time. To the transportation step, reduce the overall miles by Mileage 

Saving method. To the delivery step, improve the customer satisfaction by adopting 

freedom express App, the mobile order placement warehouse and listing the posts 

according to the last number of mobile phone number.  

Finally, this paper applies the method of the house of quality, establishes a linear 

programming model between degree of business optimization and satisfactory index of 

customer demand, identifies the optimal process optimization degrees in order to 
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IV 

maximize customer satisfaction under certain constraint conditions of capital and time. 

The analysis and process optimization of the delivery process can be adopted by 

some subsidiaries of China Postal Express & Logistics Co., Ltd., especially to those 

that share similar situations with the one mentioned in this research.  

Key words: Delivery; Process Optimization; the House of Quality 
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