
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 

PUDOs and parcel lockers: 
the new power  
in the last mile 

 



Capacity is the issue 
 
E-commerce is booming.  Double-digit e-commerce growth 
rates in many geographies, coupled with labour issues and 
operational capacity, mean that successful home delivery is 
becoming a real challenge. 
 
Matters are exacerbated by ever growing consumer demands, 
fuelled in part, by Amazon’s expanding range of delivery 
options aimed at improving the customer experience.   
 
In some countries on time delivery rates can be as low as 
50% at peak times. 
 
The problems with residential parcel delivery are well known: 

• People often aren’t at home during the day when 
delivery drivers attempt delivery. 

• The number of parcels per stop can be low. 
• Making so many stops to deliver parcels can be 

expensive – and polluting. 
• Risk of injury (slips, trips and falls – not to mention dog 

attacks) to courier while on customer’s property. 
 

So what’s the alternative? 
 
PUDOs (pick up drop off points) and parcel lockers (APMs) 
provide an out-of-home delivery option that: 

• Guarantees first-time delivery 
• Reduces distances travelled by delivery drivers 
• Increases efficiency of delivery 
• Offers secure parcel delivery for customers 
• Reduces the carbon footprint of e-commerce 

purchases 
 
At our recent seminar and workshop at Parcel+Post Expo, we 
explored these and other points in detail. 
 
We also shared a best practice guide for setting up an 
“out of home” network, including: 

• The pros and cons of carrier agnostic networks 
• Optimum locker locations 
• PUDO and locker network density 
• Hardware and software for PUDOs and lockers 
• Additional features required to create a best-in-class 

out-of-home delivery network 
• Case studies on lockers and PUDO networks 
• Nascent out-of-home delivery trends 
• The future for delivery to PUDOs and lockers 

 
Following are some examples of out-of-home delivery in a 
variety of interesting markets. 



China: e-commerce built on out-of-home 
delivery 
 
China’s express delivery sector handled around 50 billion 
parcels in 2018.  That’s 10 times as many as global giant 
UPS.  Last year’s Singles Day generated 1.88 billion parcels – 
dwarfing the 175 million items sold during this year’s Amazon 
Prime Day. 
 
The express delivery sector supports annual e-commerce 
sales of nearly 6.9 trillion Yuan (US$1tn), which is over 19% 
of China’s retail sales. 
 
China developed the out-of-home delivery network because it 
had no choice.  E-commerce parcel volumes were growing in 
2018 at 40-50% per annum (now ‘only’ 30% per year), so at 
that scale last-mile out-of-home solutions had to be developed 
quickly. 
 
Parcel lockers are ubiquitous in China.  Hive Box has 150,000 
locker locations, China Post has 100,000, JD.com has 50,000 
and Cainiao has 10,000 locker locations. 
 
China’s total of 310,000 locker installations puts even the 
largest European or North American networks in the shade, 
the most expansive of which have in the region of 5,000 
lockers. 



Poland: turning to lockers and PUDOs for 
last mile options 
 
The Polish CEP market is one of the most dynamic in Europe, 
fuelled largely by e-commerce growth and good domestic 
demand.  Last year, it grew by some 13-15% and this trend is 
expected to continue, despite an anticipated economic 
slowdown.  E-commerce can expect a further boost when the 
domestic e-commerce giant, Allegro, is joined by Amazon, 
which is expected to enter the market by the end of 2020. 
 
While Polish carriers have offered good ‘door-to-door’ (DTD) 
service, with issues of capacity and customers demanding 
more choice and better returns services, there is a need for 
alternative out-of-home options. 

Company Access Points in Poland 

SwipBox/Poczta 

Polska/Biedronka 

200 APMs 

DHL Parcel 6700 PUDOs, 150 APMs 

DPD 2200 PUDOs 

GLS 1600 PUDOs 

InPost 1500 PUDOs, 4800 APMs 

Poczta Polska 11,600 PUDOs and 200 APMs (October 

2019) 

UPS 1200 PUDOs 

Ruch 3400 PUDOs 



Can out-of-home delivery help solve Japan’s 
last mile labour crisis? 
 
Japan’s delivery sector is suffering severe labour shortages 
while the number of parcel deliveries continues to rise – up 
5.8% from the previous year. Meanwhile the percentage of 
working-age people aged continues to fall. 
 
Home delivery still accounts for almost all online orders.  
Cultural norms have led to a situation where Japan Post, 
Yamato, Sagawa and other Japanese carriers will continue to 
attempt residential delivery until the consumer says otherwise.  
 
Market reports suggest that 15-20% of home deliveries fail 
first time.  With more women and seniors working, and single-
person households increasing, face-to-face deliveries to the 
home are proving more difficult. 
 
Out-of-home delivery options are being developed to address 
this crisis. 
 
Packcity Japan is a joint venture (JV) formed in May 2016 
between Yamato and Neopost Shipping, with Yamato owning 
49%.  The JV already has a network of around 5,000 locker 
installations, which are carrier agnostic. 
 
Japan Post has set up a locker service called Hako Post, with 
400 lockers in major cities. The service is carrier specific 
(Japan Post says it is considering opening up the network). 

Amazon Japan has announced it will begin installing Amazon 
Locker pickup kiosks in Japanese retail outlets and train 
stations in 2019, with a goal of 500 to 1,000 locations 
nationwide over the next few years. 
 
While there are tens of thousands of PUDO points in Japan, 
the adoption of PUDOs in Japan still lags behind many other 
e-commerce markets.  To date, PUDOs have been almost 
exclusively used for failed deliveries, rather than a customer 
delivery preference. 
 
Online retailer Rakuten is encouraging its shoppers to 
nominate Japan Post post offices or parcel lockers as their 
delivery preference.  Japan Post has a network of about 
20,000 post offices. 
 
Out-of-home delivery, whether direct to a PUDO or to a parcel 
locker, seems to be the most sensible solution to Japan’s 
labour shortage in the last mile. 
 

Want more? 
 
Marek and Ian can host an interactive seminar and workshop 
for your business.  Contact them via email: 
 
Ian Kerr 
Postal Hub Podcast 
ian@thepostalhub.com 

Marek Różycki 
Last Mile Experts 
mrozycki@lmexpert.com 

thepostalhub.com 


