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Dear Reader, 

Poland’s e-commerce market is clearly gathering pace,           

with omni-channel solutions being high on retailers’ agendas, and 

numerous internet start-ups recording sound growth. However, 

the country lags far behind some of the more developed 

European economies in terms of the share of online retailing in 

the total retail sales. This situation is likely to change going 

forward, and the gap is expected to shrink. That, combined with 

Poland being a markedly cost-effective location in Europe, looks 

set to affect future warehouse space demand nationwide.  

This report looks into the changing e-commerce logistics 

landscape in Poland and the reasons underlying these changes. 

More importantly, it attempts to estimate the likely impact that 

online retailing will have on the demand for modern warehouses 

in the years to come.  

This publication is the result of a joint research project conducted 

by JLL and Prologis, leaders in their respective areas of 

business. The project included in-depth surveys carried out with a 

number of large market players. More specifically, we interviewed 

ten of the largest 3PL providers active in Poland and more than a 

dozen international retail chains which have online sales in 

addition to brick-and-mortar stores. 

We are convinced that the next couple of years will prove active 

for the e-commerce logistics market in Poland, and trust this 

report gives a rationale behind such sentiment. 

 

Contents 

Gaining momentum 3 

The e-commerce logistics landscape 4 

Warehouse formats and specifications 6 

Online still secondary for retailers 8 

New challenges for 3PLs 10 

Demand for warehouses set to grow  13 

Conclusions 15 

 2 



 

 

  

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

Gaining Momentum 

Online spending in Poland has been showing double-digit growth for 

the last couple of years and, according to PMR, it accounted for 3.9% 

of total retail sales in 2014. The majority of this is attributable to 

goods which, to a great extent, must go through a modern warehouse 

or distribution centre. Although, as shown on the map below, the 

share of online sales still lags behind the most developed European 

countries, the high growth rates make e-commerce one of the 

booming sectors of the Polish economy.  

E-commerce as share of total retail sales and industrial take-up 

 

 

 

 

 

 

 

 

Source: JLL, Centre for Retail Research, PMR 
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Source: PMR, F-forcast 

Moreover, PMR anticipates that online spend will increase to as much 

as 10% of retail sales by 2020. Thus one must ask how well-

equipped is the logistics infrastructure in Poland to meet the real 

estate related requirements from both expanding e-commerce 

operations in the country as well as new e-commerce players?  

E-commerce driven take-up in total take-up in 2014 
E-commerce share in total retail sales in 2014 

4.4% 6.9% 

3.0% 10.0% 

2.5% 2.1% 
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8.1% 13.5% 
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The E-commerce Logistics 

Landscape  

The increasing broadband penetration coupled with the growing 

number of internet users both underpin the rise of e-commerce in 

Poland. In 2014, 65% of Poles used the internet regularly, which still 

leaves much room for further growth.  

Individuals using the internet and those with fixed broadband 

subscriptions

Source: Eurostat 

According to Dotcom River, 32% of Poles are e-shoppers. The most 

frequently purchased items include clothing, shoes, books, 

electronics, and health & beauty products. Interestingly, due to the 

limited range of traditional stores, online shopping is more popular in 

small towns of below 20,000 residents, which often poses a 

challenge in terms of delivery. 

E-commerce as a share of total retail sales in Poland 

2008 2010 2014 2020F

2.0% 2.7% 3,9% 10,0%

 

Source: PMR, F-forecast 

The e-commerce landscape in Poland has long been dominated by 

Allegro, the former auction website which went on to become the 

largest platform, serving as a proxy for numerous independent 

vendors. Brick-and-mortar retailers long held back or used the online 

channel more as a marketing tool rather than an additional sales 

channel. This has changed over time, with most traditional chains 

now operating an online channel in addition to physical stores, thus 

omni-channel solutions being an important item on their agenda. On 

top of that, there have been a large number of e-commerce start-ups, 

some of which eventually grew significantly and decided to commit to 

a physical presence. Finally, a number of large foreign players, such 

as Zalando, are clearly expanding their share, and we expect more 

market entries from this sector going forward.   

This variety of market players is reflected by different sales volumes, 

product types, number of items available, delivery range, and 

marketing strategies. Importantly, e-commerce logistics differ from 

traditional logistics in a number of ways.  

The major differences between traditional distribution of goods and  

e-commerce include: 

BTC instead of BTB – Delivery locations from fulfilment centres are 

no longer limited to physical stores, but instead include customer-

chosen locations, such as private homes, parcel lockers or collection 

points at physical stores. This often extends the delivery time and 

increases the cost of such delivery. 

Fast deliveries  – E-commerce logistics are the same as traditional 

logistics, but faster. Customers require rapid deliveries, typically 

same-day or next-day, as opposed to store deliveries on a weekly or 

bi-weekly basis. 

Different approach – A different approach: delivery is now a part of 

brand marketing – in e-commerce the appropriate delivery provides 

much of the shopping experience. Efficient logistics, which include 

efficient returns processing, become critical to performance and 

profitability. 

Merchandise ordered online includes fast-moving goods as well as 

slow-moving ones. This sets a challenge for retailers who include 

both types of goods in their stock. 

High levels of seasonality require flexible warehouse capacity, with 

the retailer having the ability to ramp up operations (and labour) at 

peak periods.  

30% 65%

20% 62%

Percentage of Individuals using the Internet

Individuals with broadband Internet access at home

2005 2006 2007 2008 2009 2010 2011 2012 2013 2014
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Returns procesing centres

E-fulfi llment centres
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urban logistcs depot

None of the above (fulfi llment 
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Warehouse Formats and 

Specifications 

The diversity of the wider e-commerce sector, not only in Poland but 

also elsewhere in the world, has led to warehouse assets taking over 

specific functions in the supply chain.  

We have identified a number of warehouse functions which are 

increasingly often found in more developed markets (such as the UK, 

the US and Germany). We subsequently raised this issue in the 

survey which formed part of the project, with the aim of determining 

whether warehouse space requirements from the key market players 

(3PLs and retailers) will include these over the next five years. 

E-commerce warehouse functions 

 

 

 

 

 

 

 

 

 

Requirements for facilities within the next five years 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 

 
Source: JLL & Prologis Survey, October 2015 

Activities typical for the above can easily be processed from the 

existing warehouse space supply, without the need for the 

development of separate facilities, particularly when the scale of 

operations is not large. However, there are a number of general real 

estate related requirements from e-commerce occupiers which would 

make one asset better suited for this sector than another.                

Below are the key features of warehouse buildings increasingly 

sought after by the wide e-commerce sector. 

Location that is close to both consumers and labour. Site 

selection will play increasingly critical role in the fast movement of 

goods, and availability of labour pool is becoming of a paramount 

importance in this respect.  

Mezzanine areas. A growing number of buildings will accommodate 

a mezzanine level for additional shelving installations and picking, 

packing, returns and other tasks. 

Larger parking lots for employees. Fulfilment of online orders is 

labour intensive, and therefore requires ample car parking for staff, 

which must be sufficient for seasonal sales peaks.  

More power (double power source) / intensive HVAC. As the 

number of employees will most likely grow, there will be a necessity 

to increase the efficiency of live systems, which should be more 

employee-driven rather than inventory-driven. 

Higher dock density in cross-dock facilities. Currently, parcel 

delivery firms continue to move into modern buildings, where a typical 

dock density of one dock per 1,000 m2 is often no longer enough to 

enhance their operational capabilities. However, some assets have 

already greater dock density of, for example, one dock per 500 m2. 

 

Dedicated e-fulfilment centre

Parcel Hub / Sortation centre

Parcel delivery centre and 
urban logistics depot

Returns processing centre

Dot.com warehouse for 
online food fulfilment

Source: Prologis 
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The existing modern warehouse space supply in Poland 

of 9.6 million m2 meets most of the above requirements 

The real estate developers active in this country have know-how, are 

well aware of the above-mentioned needs of the sector, and any 

potential asset adjustments, such as adding mezzanine floors or 

more kilowatts, are made on demand. In addition, a separate facility 

can be also built to suit if need be. 

The most important features of an e-commerce warehouse in 

terms of specification, according to 3PL providers 

Flexibility to expand or contract leased space

Mezzanine level

High security levels and ancillary space

More power, intensive HVAC and automatation equipment

Extensive parking lot for employees

High dock door ratio

Rent

Above standard dear height

50%

70%

40%

40%

40%

30%

20%

20%

 

Source: JLL & Prologis Survey, October 2015                                                                  

Key features of an E-fulfillment centre  

  

 

 

 

 

 

 

 

 

 

Whereas the majority of existing buildings feature a clear height that 

is sufficient for the needs of the sector, we also observe an 

increasing requirement for an above standard clear height of 

minimum 11 m in the newly constructed BTS facilities.  

The most important features of an e-commerce warehouse in 

terms of location, according to 3PL providers  

Availability and flexibility of labour

Access to good road networks

Proximity to end-customer

Proximity to distribution networks of parcel / express carriers

Availability of public transportation

80%

80%

40%

20%

10%

 

Source: JLL & Prologis Survey, October 2015 

In terms of location, the main features of an e-commerce warehouse 

according to 3PL providers concern locations that are close to both 

labour pool and with good access to modern road network.  
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Online Still Secondary for 

Retailers 

Traditional retailers who engage in omni-channel sales are facing 

decisions such as whether to fulfil online orders from a central hub, 

from a separate facility, from stores, or a hybrid solution. This largely 

depends on the volume of online sales and whether it is large enough 

to warrant a separate facility. Large retailers which already operate     

in-house logistics and run their own distribution centre may consider 

handling both individual and store orders in the same facility.  

Our survey showed that the logistics models employed by Polish 

retail chains include both handling e-commerce from separate 

facilities and from a dedicated area within central distribution centres. 

However, the latter solution seems to have so far gained a greater 

preference. Interestingly, smaller market players typically choose 

units within multi-let warehouse parks, whereas larger chains, both 

pure-play e-commerce and traditional retailers, which have already 

achieved online sales levels warranting such an expense, are 

increasingly investing in stand-alone e-fulfillment centres.  

The survey also reveals that, despite high growth rates, the online 

channel operated by most brick-and-mortar chains does not yet 

constitute a large share in their total sales. In fact, more than a half of 

the surveyed retailers reported that e-commerce accounts for less 

than 5% of their total sales volume.  

Share of online sales in total sales volume 

> 20%

11
-1

5%

6-1
0%

9%

55%

18%

18%

 

Source: JLL & Prologis Survey, October 2015 

As online food orders become increasingly popular in Poland, both 

traditional food chains, which usually operate e-commerce from their 

regular stores, and online groceries may soon face challenges 

stemming from inappropriate logistics networks. Whilst traditional 

supermarkets and hypermarkets are usually well located to cover 

areas with large population densities, those may not overlap with the 

highest online sales. Therefore, instead of fulfilling online orders from 

physical stores, a dedicated dot.com warehouse for online food  

fulfillment, the location of which has been carefully selected based on 

sales density, may become an option, once the economies of scale 

have been achieved.   

Pure play e-commerce retailers, depending on the scale of their 

operations, can either outsource distribution or operate in-house. For 

the latter, a Small Business Unit can often be an option, as it provides 

ample attached office space for non-logistics business operations. 

This can be used to accommodate various other functions, e.g. 

studios where merchandise items are photographed before they 

appear on the store’s website. An urban location, which these 

facilities typically feature, is beneficial both in terms of distribution and 

access to labour. 
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New Challenges for 3PLs 

Outsourcing e-commerce logistics operations to an experienced third 

party is an option willingly used, by both smaller market players and 

bigger ones. Although having one’s own distribution network allows 

better supervision of transport and storage, having a third party 

handle logistics allows a better focus on the core retail business. The 

scope of outsourced services may include not only distribution to end 

customers, but also all other warehouse activities, such as storage, 

handling returns, picking and packing; however, the extent of such 

outsourcing varies from one retailer to another. We have found out 

that the main rationale behind working with logistics operators is the 

flexibility offered, which allows expansion as online business grows. 

Optimism prevails among the surveyed logistics operators, the vast 

majority of whom are of the opinion that e-commerce will become an 

important driver of demand for logistics services. 

Demand stemming from e-commerce 

 

According to 3PLs, the retail sectors that are most likely to drive this 

demand include fashion, household goods, health & beauty products, 

electronics, multimedia, and food.  

Which retail sectors will generate most demand for logistics 

services for online channel within the next five years? 

 

Source: JLL & Prologis Survey, October 2015 
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E-commerce is a volatile business, therefore both retail 

chains and logistics operators value flexibility 

For retailers, this flexibility involves factors such as length of contracts 

with 3PL providers. Over the last few years, we have been seeing a 

gradual reduction in contract terms. This impacts the space 

requirements of logistics operators, who expect the same flexibility 

from developers and warehouse owners. 

Average contract term with a 3PL provider 

 

Source: JLL & Prologis Survey, October 2015 

Contract term is a crucial factor when making decisions in terms of 

warehouse automation. 3PLs are more likely to invest in automation 

and WMS (Warehouse Management System) if an agreement with a 

retail chain is long enough and the number of orders supports such 

an expense. However, some 3PLs have already invested in      

dedicated e-fulfilment centres with automation in place.  

Automation and WMS enable a more efficient inventory and delivery 

management that includes e.g. parcel tracking, which is much 

appreciated by customers and enhances their shopping experience. 

It also facilitates warehouse operations and helps to reduce the 

number of staff. 

Importantly, high cost of automation coupled with a volatility of online 

businesses results in most of online players being more prone to 

invest in flexible staff, which can handle increased number of 

operations during sales peaks. Investment in warehouse automation 

is therefore usually the case for large e-commerce pure-players.   

Will you invest in warehouse automation in the coming years as 

a result of growing e-commerce? 

 

Finally, we also asked logistics operators about the main challenges 

that growing online sales will bring within the next few years. 

Importantly, all of the respondents pointed out same-day delivery, as 

it will require substantial changes to their supply chain.          

Main challenges with regard to e-commerce over the next five 

years? 

 

Source: JLL & Prologis Survey, October 2015 

Modern customers expect increasingly faster deliveries. Whereas 

today same-day delivery can be a unique selling point, it will be 

becoming a standard in the near future. In order to keep up with 

customers’ expectations, 3PLs should be seeking locations which are 

in close proximity to end customers and pursue further efficiencies 

within their supply chains and warehouse activities.   

As the example of Zalando shows, the ease of returning purchased 

items may become a competitive advantage of an online retailer. 

However, this is a great challenge for most 3PL providers, who need 

to handle the entire process from collection from the customer to 

restocking the item in the fulfillment centre and this process engages 

valuable resources.  

Increasing demand for flexible contracts between retail chains and 

logistics providers, although shifting much of the risk to the latter, was 

not mentioned as a key challenge. That may be because of the 

higher propensity of landlords to lease space for shorter periods, as 

well as the general optimism of the 3PLs, who believe that excess 

warehouse space can quickly be utilized.  

Importantly, sourcing proper warehouse space is not perceived as 

challenging, which may indicate that logistics operators trust that the 

warehouse market offers sufficient supply to meet their requirements 

or will be able to timely deliver a facility they will need in the future.  
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Demand Set to Grow 

E-commerce has been showing high growth rates for a number of 
years; however, its impact on demand for logistics warehouses, 
although tangible, is not easy to measure. This is due to numerous 
factors, of which the most important are:  

@ Numerous retailers running in-house logistics dedicate parts of 

their leased space to e-commerce, and the share of space 

dedicated to online channel is flexible and not really evidenced.  

@ Logistics operators who work for e-commerce players do not 

report how much of their leased space is dedicated for servicing 

these companies. 

@ Parcel operators usually operate in owner occupier buildings, 

hence they are not evidenced in lease transactions statistics.  

Having analyzed leasing transactions concluded in the last couple of 

years, we have identified three different transaction types: 

@ Direct leases of pure-play online stores and e-fulfillment centres 

by traditional retailers. 

@ 3PL leases, where a logistics operator fulfills online orders on 

behalf of a retailer. 

@ Omni-channel leases, where only a part of the floor space is 

dedicated to e-commerce.  

Most retailers indicated that space dedicated to e-commerce 

accounts for less than 10% of their warehouse space requirements. 

Therefore, in order to arrive with e-commerce-led demand size, we 

have applied a conservative 5% estimate for 3PLs and omni-channel 

lease transactions. 

Estimation of e-commerce demand (m2) 

 

Source: JLL 

 

2013’s sky-high numbers were attributable to the three large 

transactions by Amazon, who, however, does not yet operate an 

online store in Poland. Thus we believe that in order to draw a true 

picture of the market, 2013’s figures should be taken with caution. In 

2014, it was estimated e-commerce tenants leased approximately 

119,000 m2 of warehouse space, accounting for 5.8% of gross 

demand for logistics space registered in that particular year. 

Importantly, only standard leases, i.e. for three years and more have 

been considered. 

 

As in the last couple of years online sales volumes have been 

registering double-digit growth, ranging from 13% to 20% per annum, 

we believe that our assumptions may in fact be something of an 

underestimation. However, one must remember that a fair share of 

online sales is attributable to small market players (start-ups) who do 

not yet require modern warehouse space. However, as this segment 

of the market is expected to consolidate, additional retail chains will 

engage in multi-channel sales and the overall online sales volume is 

set to increase: this will further translate into higher demand for 

warehouse facilities.  

According to PMR, between 2012 and 2014 Poland’s e-commerce 

sales were increasing on average by PLN 3 billion per year, indicating 

that each additional billion zloty of online spend generated 

warehouse demand for 18,486 m2. We have assumed that e-

commerce will be growing at a stable rate of 15%, reaching 6.6% of 

total retail sales in 2020, and equating to PLN 64 billion, which means 

PLN 37 billion of additional spend as compared with 2014. Assuming 

that the above mentioned multiplier (18,486 m2) remains unchanged 

this would indicate that 

e-commerce-driven new take-up will amount to nearly    
700,000 m2 over the next six years, which would make it 
one of the key drivers of the industrial and logistics 
market in Poland. 

We believe that this demand will stem from both newcomers 

commencing operations in Poland and the organic growth of the 

domestic market. This means it will be derived from the three 

aforementioned transaction types. Poland remains an attractive 

location for foreign companies, as the costs of labour and rents are 

markedly lower than in the West. We will therefore see more foreign 

online players relocating to western Poland, the location of which 

enables cost-effective e-fulfilment operations in, for example, 

Germany. In addition, regions located more centrally are well-suited 

for handling nationwide distribution.  
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Prime rents in Europe in Q3 2015 (€ / m2 / year) 

 

 

 

 

 

 

 

 

Source: JLL 

The highest population densities in Poland are found in the south of 

the country (the Upper Silesia & Kraków regions), as well as around 

large urban agglomerations, such as Warsaw, Łódź, Poznań, 

Wrocław and the Tri-City. Apart from Kraków, these also happen to 

be Poland’s largest industrial markets. 

Population density in Poland  

 

Source: Central Statistical Office 

During the last five years, the vast majority of e-commerce-driven 

leases (82%, excluding the deals by Amazon) took place in just three 

regional markets, Warsaw Suburbs, Poznań and Central Poland; 

most transactions involving leases in existing multi-let facilities.  

 

 

 

We have asked 3PL providers to point out the regions where, in their 

view, the majority of e-commerce warehouse requirements will be 

concentrated over the next five years. Of the five largest warehouse 

regions in Poland Central Poland and Wrocław scored the highest. 

Interestingly, 29% of logistics operators are of a view that location 

within a particular region is of secondary importance, as long as the 

region is located in the western or southern part of the country, i.e. in 

regions which already feature convenient motorway connections to 

both the rest of the country and western Europe.  

Zooming in from a macro to a micro perspective, we believe that      

e-commerce tenants will be increasingly interested in urban locations 

enabling efficient deliveries within cities. Suburban parks will remain 

the locations most suitable for distribution hubs, while, in parallel, 

urban logistics facilities and Small Business Units within cities will be 

gradually gaining greater appreciation. 

Sourcing appropriate warehouse space, albeit not perceived as an 

issue for the surveyed logistics operators, can in certain regions be 

challenging when it comes to securing larger units.  

 

Vacancy rates in most regions are at moderate levels, but in some 

regions, most particularly in the west of the country, they are at 

historic lows. The availability will, however, improve slightly within the 

six months, as new speculative developments will be entering the 

local markets. 

Future availability of warehouse units in excess of 5,000 m2               

in Q2 2016  

 
Source: JLL 
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Conclusions

About partners: 

JLL (NYSE: JLL) is a professional services and investment management firm offering specialized real estate services to clients seeking increased 

value by owning, occupying and investing in real estate. A Fortune 500 company with annual fee revenue of $4.7 billion and gross revenue of $5.4 

billion, JLL has more than 230 corporate offices, operates in 80 countries and has a global workforce of approximately 58,000. On behalf of its 

clients, the firm provides management and real estate outsourcing services for a property portfolio of 3.4 billion square feet, or 316 million square 

metres, and completed $118 billion in sales, acquisitions and finance transactions in 2014. Its investment management business, LaSalle 

Investment Management, has $56.0 billion of real estate assets under management. JLL is the brand name, and a registered trademark, of Jones 

Lang LaSalle Incorporated. For further information, visit www.jll.com. 

Prologis, Inc. is the global leader in industrial real estate. As of September 30, 2015, Prologis owned or had investments in, on a wholly owned 

basis or through co-investment ventures, properties and development projects expected to total approximately 62 million square metres in 21 

countries. The company leases modern distribution facilities to more than 5,200 customers, including third-party logistics providers, transportation 

companies, retailers and manufacturers. For further information, visit www.prologis.com.  

 

 

Going forward, Poland is likely to feature strong demand for modern warehouse space stemming from the wide e-commerce sector. 

We expect that the cumulative e-commerce led net take-up will be nearly 700,000 m2 between 2015 and 2020. The two key factors 

underlying this view are:  

The stable annual growth in e-commerce volume in Poland, which is in line with market trends we currently observe, with 

omni-channel solutions becoming a key item on retailers’ agenda. This would, for example, lead to a growth in the share of 

e-commerce sales in the total retail sales and reduce the gap in this respect between Poland and Western Europe. 

Consequently, it would result in warehouse space take-up in the form of omni-channel leases from retailers, direct leases 

from pure play e-commerce and e-fulfilment centres by traditional retailers, as well as leases from 3PLs.  

Poland will continue to attract international pure play e-commerce operators, being a clearly cost-effective location in 

Europe. The main rationale behind this is naturally the availability of a skilled labour pool, with wages below those in 

Western European countries. An additional aspect building the cost-effective position is real estate costs, which are again 

lower than elsewhere in Europe. 

As shown in this report, e-commerce operators have a number of real estate related requirements, which concern both asset location 

and technical specification. They include, amongst others, a location close to labour and consumers, greater power supply, 

mezzanine floors, ample parking and higher dock density.  

Real estate developers active on the Polish market are well aware of these needs and the warehouse space available for lease 

mainly meets these requirements. A total of nearly 50 warehouse modules larger than 5,000 m2 will be available for lease in six 

months. Furthermore, 280,000 m2 of grade A warehouse space supply is currently under construction across Poland on a speculative 

basis alone. These factors combine to make Poland well-equipped to receive e-commerce led demand. 
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