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Modern logistics buildings are becoming critical to effective distribution networks. Unlike 
older facilities, new buildings have the design elements and infrastructure to support the AI 
and robotics systems that large-scale operators are adopting to drive efficiency, speed, and 
accuracy. As these technologies become integrated into core operations, the building itself is 
no longer just storage, it is the operating platform.

Source: Bloomberg as of 2025 Q4. Mentions based on Top 5 3PL companies based 
on 2025 gross logistics revenue.  

Source: Estimated warehouse robotics market model based on data collected 
from public filings, industry reports, and analyst normalization assumptions. 

AI is rapidly being embedded in supply chain and 
distribution workflows. Applications such as predictive 
demand forecasting, real-time inventory optimization, 
autonomous mobile robots (AMRs), computer vision 
picking systems, and dynamic route optimization 
are now central to how logistics operators increase 
throughput and reduce costs.

This shift is being driven by structural changes in the 
logistics environment. E-commerce has increased 
order volumes, SKU counts, and delivery expectations, 
requiring greater speed, flexibility, and precision. In 
response, operators are turning to AI and automation 
to manage complexity and scale operations efficiently. 
Reflecting this trend, leading warehouse robotics and 
automation providers have grown revenues by an 
average of roughly 16% annually over the past five 
years, as adoption broadens across tenants.

AI Adoption Across Users

Mentions of Robotics from Company Documents & Filings

Estimated Revenue by Leading Warehouse Robotics and 
Automation Companies ($bn)
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AI-driven logistics systems depend on both digital 
infrastructure and physical design. Modern warehouses 
are purpose-built to support these requirements, 
while older, lower-specification buildings increasingly 
act as constraints.

Key features of modern facilities include higher clear 
heights (typically 32+ feet) to enable dense storage 
and automated systems, flatter and more durable 
floor slabs to support robotics and high-bay racking, 
and wider column spacing to allow flexible layouts 

The Modern Building Advantage

From Storage to System:
The Case for Modern Logistics Facilities in the AI Era

Real estate data sourced from CoStar as of 12/31/25 unless otherwise noted.
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Source: CoStar as of 2025 Q4. 

Average Building Age of Amazon Absorption by Year

Amazon provides the clearest example of how AI and 
automation are reshaping logistics requirements. 
The company deploys AI-powered robots across its 
network to move inventory, pick, sort, and coordinate 
workflows at scale. Its proprietary AI systems manage 
robot fleets and continuously optimize operations 
across facilities.

From 2019 to 2022, Amazon’s use of warehouse 
robotics grew at nearly 40% annually, reaching more 
than one million robots deployed across its logistics 
network by 2025. To support this level of automation, 
Amazon has systematically shifted toward newer 
facilities. Its recent leasing activity skews heavily 
toward modern vintages (the average lease in 2025 
was in a building delivered within the past five 
years), alongside a measurable increase in building 
specifications such as clear height—from 31.7 feet 
(2019–2022) to 34.4 feet (2023–2025). 

This evolution underscores a broader point: advanced 
automation strategies require purpose-built 
environments, and leading operators are aligning their 
real estate accordingly.

The Amazon Model
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and efficient equipment movement. In addition, 
significantly greater power capacity and fiber 
connectivity are required to operate robotics, high-
speed sortation, and data-intensive systems.

These elements are not incremental upgrades—they 
are foundational. By way of comparison, a warehouse 
that cannot support automation is increasingly 
analogous to an office building that cannot support 
modern connectivity and power: tenants may 
still occupy it, but they risk working from a severe 
disadvantage.

Real estate data sourced from CoStar as of 12/31/25 unless otherwise noted.
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Analysis based on US Index comprised of 75 markets, including 54 markets 
responsible for a majority of US GDP and 21 supplemental markets.
Source: CoStar as of 2025 Q4. 
Note: Analysis excludes buildings <50,000 SF and leases <5,000 SF. 3PL leasing 
defined as Transportation & Warehousing tenants only.

The shift toward AI‑enabled logistics extends well 
beyond Amazon, with major parcel carriers and 
3PLs rapidly adopting automation and robotics. This 
widespread adoption is fundamentally reshaping 
logistics real estate requirements.

Across geographies, 3PL tenants are redesigning 
logistics footprints to accommodate faster throughput, 
more complex inventory systems, and tighter delivery 
windows. Over the past five-years 60% of leases signed 
by 3PLs across the US have been in warehouses with a 
minimum clear height of 32 feet or higher, compared 
to less than half in the five-years leading up to COVID 
from 2016-2020.  Since 2020, developers have taken 
notice of this rising demand for buildings with higher 
clear heights delivering 2.28 billion square feet of new 
supply, majority of which have minimum clear heights 
of 32’. Taller clear heights have become a primary 
requirement for logistics users. In CBRE’s most recent 
Industrial Occupiers survey, respondents ranked clear 
height as the most important building characteristic 
when evaluating new facilities. This preference is 
reflected in leasing activity: over the past two years, 
3PLs leased more than 126 million square feet of space 
in buildings with clear heights above 32 feet, with 
leasing volumes growing at an average annual rate of 
30%. In contrast, leasing of facilities with clear heights 
of 32 feet or less grew by less than 5% annually.

This divergence underscores a clear shift in demand 
toward modern, higher-clear buildings. Taller ceilings 
allow tenants to maximize cubic capacity through 
high-density racking and automation, improving 
operational efficiency within the same footprint. As a 
result, clear height is increasingly a defining feature of 
competitive, AI-capable logistics space.

Modern Specs for AI-Enabled Logistics

3PL Leasing by Minimum Clear Height (SF In millions)
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Modern buildings support these demands not only through 
physical specifications, but also through enhanced data 
capture—via sensors, vision systems, and connectivity—
which allows AI to optimize labor, inventory, and workflows 
in real time. As adoption broadens, modern, high-spec 
facilities are becoming the standard for competitive logistics 
operations rather than a differentiator. Advancements 
in AI are fundamentally changing how goods are stored, 
processed, and distributed. 

These technologies do not operate in isolation—they 
depend on the physical environment in which they are 
deployed. Modern logistics facilities, with the scale, 
infrastructure, and flexibility to support automation and 
real-time optimization, are emerging as essential operating 
platforms. As AI adoption accelerates, the performance 
gap between modern and obsolete buildings will continue 
to widen, reinforcing the strategic importance of next-
generation warehouse space. 

UPS targets 400 automated facilities by 2028, 
investing $9 billion in network upgrades.
Freight Waves, March 2024

Real estate data sourced from CoStar as of 12/31/25 unless otherwise noted.



Endnotes + Disclosures

Past performance is not indicative of future results. This document is intended for informational purposes only, is not financial or investment 
advice, and is not intended to and does not constitute an offer or solicitation to purchase, subscribe for or sell any securities, service, 
investment or product, or to provide any recommendations or information to be relied upon as financial, securities, investment, or any other 
advice. Cabot expressly disclaims all liability in respect to actions taken based on any or all of the information in this document. It should not 
be assumed that any investment strategy, in any property or other asset or asset class, was or will be profitable. Investment in real estate 
involves significant risk, including the risk of loss. Investors should consider their investment objectives, and seek independent advice in 
relation to any investment, financial, legal, tax, accounting, or regulatory risks and evaluate their own risk tolerance before investing.

This document is not an offering of interests or invitation to subscribe shares of any current or future investment vehicle advised by Cabot. 
An offering of interests may be made by means of definitive offering memoranda and would accompany material information not set forth 
herein, including certain risk factors and potential conflicts of interest relating to any such investment. 

Views expressed within are those of the Cabot Properties team as of the date on the cover page of this document based on the information 
available to them as of such date and are subject to change. The views within are not intended to be a forecast of future events or a 
guarantee of future results, and due to various risks and uncertainties, forward-looking statements are not reliable indicators of future 
events and no guarantee is given that such activities will occur as expected or at all. 

Certain information contained herein has been obtained or is derived from sources prepared by third parties. While such information is 
believed to be reliable for the purposes used herein, accuracy and completeness of the information cannot be guaranteed and Cabot does 
not assume any responsibility for the accuracy or completeness of such information nor has it investigated or verified the assumptions on 
which the information is based. 

All content in this document, including logos and trademarks, is the property of Cabot or others and is protected by copyright and other 
laws. Reproduction or distribution of this document, in whole or in part, is not permitted without prior written consent of Cabot.


