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Today’s supply chain environment is filled with 

constant change. Global economic shocks, tariff 

uncertainty, and ongoing shifts in customer 

expectations and spending power make it  

difficult to determine where to invest time,  

dollars and resources.

But supply chain leaders aren’t strangers to  

change, and this isn’t the first time the industry has 

faced disruption. From pandemics and natural 

disasters to geopolitical upheaval and trade wars, 

unforeseen global events always have a significant 

impact on supply chain agility. They can pave the  

way for tremendous opportunity or serve as a 

prodigious threat to business. Savvy leaders have  

no choice but to adapt to volatility as they make  

high-stakes decisions about critical logistics. 

Based on our survey of more than 50 supply chain, 

retail, and manufacturing executives, conducted by 

Iron Mountain and Supply Chain Dive’s studioID, it’s 

clear that building solid relationships with trusted 

providers is key to riding out the storm. Warehouses 

are at the center of the supply chain ecosystem.  

As disruption drives uncertainty, being able to  

count on your warehouse provider for agile short  

or long-term storage needs is the key to maintaining 

supply chain continuity.

We’re excited to share the insights we’ve learned, 

revealing the top trends and priorities shaping supply 

chain & warehousing strategies as leaders prepare 

for the months — and the challenges — ahead.
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Flexible warehousing is a competitive advantage
Insight #1

The days of rigid, one-size-fits-all warehousing   

are long gone. Retailers and 3PLs in need of space 

require real flexibility around timing, SLAs and 

simplified onboarding. They also need options to 

select the strategic locations that meet their 

geographical needs. Warehousing partners must  

also be able to flex and pivot with market swings and 

seasonal surges to offer the space and agility that 

modern supply chains demand. Agility also means 

speed. Getting to market quickly is the competitive 

advantage that every brand looks to achieve.  

According to our survey results, most brands now 

occupy six or more warehouse locations. This 

ever-expanding footprint reflects the need to balance 

market expansion with speed to market and risk 

mitigation, to meet consumer demand and to stay 

ahead of unpredictable supply chain pressures.

For three-quarters of respondents, there is a 

consistent need for short-term and long-term 

storage within these distributed warehouse models. 

This mix helps them balance inventory and consumer 

trends, as well as optimize operational efficiencies.  

It also signals a strong shift away from static, single-

purpose facilities to nimble, multi-use networks that 

can scale and adapt as needed based on changing 

market conditions.

To stay agile, nearly 40% of surveyed leaders are 

partnering with warehouses that offer flexibility 

and the ability to move fast. 

When they’re looking for a new warehouse partner, 

57% of supply chain leaders say scalability for 

seasonal or overflow needs is “very important”  

in their decision-making process. These flexible 

arrangements help organizations manage demand 

variability, costs, and risk amid disruption.

These requirements can often  

come in the form of:

	> Shorter or more adaptable  

contract durations

	> Variable space requirements

	> Speed to operationalization & market

	> Dynamic pricing

	> Scalable service levels

	> Technology integration on-demand
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Tech investment is the baseline, not a bonus
Insight #2

Warehouse technology is expected to deliver on  

its promises of faster speeds, greater accuracy,  

and better visibility. This means warehouses  

need to invest in current and future tech, while 

on-the-ground teams need to be adaptable and 

technically proficient to support the effort. 

For 43% of respondents, advanced warehouse 

management and execution systems are the most 

critical services a 3PL can offer, outpacing 

traditional priorities like transportation options.  

When their warehousing partners integrate 

sophisticated digital tools, AI and real-time data,  

logistics leaders can optimize inventory flow,  

make better decisions on the fly, and ensure that 

orders are fulfilled faster and with greater accuracy. 

More than six in 10 (63%) consider advanced 

analytics and reporting “very important”, when 

selecting a warehousing partner. These capabilities 

help executives turn raw data into actionable  

insights so they can identify trends, resolve issues 

before they escalate, and continuously improve  

their supply chain.

43%

63%
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Which warehouse services and features are 
most critical to support your supply chain?

27% Fulfillment services

27% Transportation options

43% Modern warehouse technology (warehouse management system, warehouse execution system, etc.) 

25% Multiple warehouse locations  

24% Flexible terms

24% Flexible racking and storage systems

24% Frequent audits of physical facilities and operational processes

20% Tenured staff and exceptional customer service

18% Proximity to metro areas, airports, etc. 

16% Temperature-controlled facilities

16% Risk mitigation and business continuity plans

12% Building security

8% Returns processing

6% Custom packaging and labeling
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Insight #3

Planning for peak is 
driving year-round 
supply chain 
strategies

When it comes to planning for peak, supply chain 

leaders are rethinking where and how they source and 

fulfill… and they’re focused on much more than the 

immediate cost of operations. Their choices are 

rooted in a need to future-proof as much as possible 

including getting comfortable with tariff uncertainty, 

managing regulatory pressures, and addressing 

consumer behavioral shifts pre-and post- their  

busiest season.

Sourcing new suppliers for faster turnaround and 

adding new warehouse locations are two of the  

top five priorities for peak planning. Front-loading 

inventory is a strategy that’s working, and can be 

utilized even when tariffs and economic uncertainty 

aren’t in play. Getting these relationships underway  

to be ready to host your products or goods is critical 

for a smooth running supply chain.



39% Adjusting sourcing strategies (sourcing new suppliers, nearshoring/reshoring/ regionalization, etc.) 

31% Improving in-store operations to allow more fulfillment from physical stores

31% Optimizing carrier strategies (outsourcing logistics, diversifying carrier base, etc.)

29% Investing in more technology and automation (hardware and/or software) 

27% Adding warehouse(s) or distribution center location(s) 

24% Hiring more workers (temporary or permanent) 

24% Increasing employee retention efforts  

20% Looking for warehouses that get goods closer to consumers

16% Stockpiling inventory 

16% Outsourcing logistics and transportation services

14% Seeking regional/local manufacturers to mitigate tariff risk

12% Reskilling existing workers

What steps are you and your organization
prioritizing to prepare for peak season?
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31%

Beyond peak, more than three in 10 leaders  

(31%) are prioritizing relationships with  

domestic suppliers. This indicates a notable shift 

from the global sourcing strategies of the past 

decade, which often aimed for low costs but left 

organizations exposed to possible geopolitical 

turbulence, shipping delays, and tariff shocks. 

That same number say they’re focusing on 

sustainability as well, carrying out strategies  

like waste reduction and paperless operations  

to reduce environmental impact, cut costs,  

and adhere to responsible business practices.

Overall, this data indicates a strategic pivot  

toward long-term success as organizations  

decide to emphasize resilience, agility, and 

sustainability over cost-first models.
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31% Increased use of domestic suppliers

31% Prioritizing sustainability (reduce/eliminate paper, reduce waste, etc.) 

27% AI investments to streamline costs/processes

25% Optimizing existing warehouse/fulfillment processes

25% Optimizing shipping packaging/dunnage to reduce shipping costs

24% Diversifying our supplier network

24% Identifying cost-saving opportunities from our logistics ecosystem 

24% Investing in flex warehouse/short-term leasing options

22% Optimizing warehouse layouts to hold more inventory

20% Collaborating with carriers to optimize routes

18% Outsourcing logistics and transportation services 

16% Raising prices for customers

2% Recent economic shifts have not impacted our near-term supply chain strategy

In response to recent economic impacts affecting our supply chain 
strategy, in the next 12 months, my organization plans to prioritize:
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Logistics networks are being expanded and optimized
Insight #4

When it comes to improving logistics strategies, 

supply chain leaders aren’t slowing down; they’re 

taking proactive steps to strengthen and streamline 

their networks for anticipated demand spikes, more 

flexible fulfillment, and faster delivery for years  

to come.

Here’s how they’re doing it:

27% are adding new warehouse or distribution 

locations. Expansion creates resilience and enables 

them to move inventory closer to consumers, reduce 

delivery times, and respond faster to regional demand 

surges or disruptions.

31% are improving in-store operations to allow  

more fulfillment from physical store locations.  

By leveraging stores for local fulfillment, organizations 

can more easily offer same-day or next-day delivery 

while reducing last-mile costs and creating a more 

seamless customer experience. And they’re looking  

for warehouses in reasonable proximity to those stores 

to help stock and fulfill those locations.

31% are optimizing carrier strategies, including 

outsourcing logistics or diversifying their carrier 

base. This move enhances flexibility during peak 

periods. It also mitigates risk associated with capacity 

shortages and transportation disruptions, and it 

supports cost-effective fulfillment across channels.

27%

31%

31%

Considerations for your  
next phase of warehousing 

Retail, manufacturing and logistics 

leaders recognize that the supply chain 

ecosystem is interdependent and when 

one cog in the wheel isn’t optimized, 

impacts can be felt everywhere. With 

warehousing top of mind, insights like 

we’ve gathered through this research  

can help you decide on next steps to 

optimize your warehousing investments 

for long-term success. Iron Mountain 

Warehousing & Logistics has put 

together a checklist to help you ask the 

right questions as you make your next 

warehousing move. You can access the 

checklist here.  
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https://resources.ironmountain.com/solution-guides/l/looking-for-a-modern-warehouse-partner-ask-these-10-questions
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800.899.IRON | ironmountain.com

More than 70 years ago, Iron Mountain began as an underground facility for 

storing business records. Today, we are a global leader in logistics, storage, 

and information management, trusted by more than 240,000 customers 

across 60+ countries. With a global footprint of 1,400 facilities and 98M SF  

of space, our logistics warehouses are helping retailers, brands, manufacturers 

and 3PLs store, manage and fulfill products around the world. With expedited 

onboarding, agile operations, contract logistics + on-demand storage, and 

coast-to-coast US capacity plus locations in key global markets, we’re ready  

to help you:

	> Bring products to market

	> Store infinite SKUs

	> Manage pallet overflow

	> Secure high-value goods

Learn more about Iron Mountain’s Warehousing & Logistics services.

If you’ve got it, we can store it.  
And service it. And fulfill it.

	> Manage reboxing & returns

	> Optimize costs & reduce capex pressure

	> Meet customer demand

	> Streamline your supply chain.

http://ironmountain.com
https://www.ironmountain.com/services/warehousing-and-logistics

