
The North Star Universal, LLC

CRE in Transformation: 2025 Risk Report
Risk & Real Estate Insights  |  July 2026

Executive summary
Commercial real estate in 2025 is being reshaped by economic pressure, technological disruption, sustainability expectations, and 
regulatory change. NYC office property values have declined by $557 billion between 2019 and 2023, with national vacancy 
averaging near 20%. The North Star Universal, LLC views this convergence of pressures as demanding a broader risk lens: one that 
pairs traditional financial discipline with technology adoption, ESG readiness, and continuous regulatory monitoring.

Economic shifts impacting CRE
Global economic fluctuation is directly reshaping the CRE market. NYC office values have fallen sharply, with a reported $557 
billion loss between 2019 and 2023, while national office vacancy now averages around 20%. These shifts require investors and 
property managers to reassess strategy and strengthen risk management practices rather than relying on pre-pandemic assumptions.

Technology, sustainability, and regulatory pressure
● Technology: AI and data analytics now support market forecasting, property valuation, and operational optimization — 

stakeholders without these tools risk slower, less accurate decisions.

● Sustainability: energy-efficient buildings and green practices are increasingly required by regulation and expected by 
tenants, directly affecting long-term property value.

● Regulation: zoning laws, building codes, and environmental rules continue to evolve; non-compliance risks fines, legal 
disputes, or lost revenue.

Risk driver summary

Risk driver Exposure Mitigation strategy

Economic shifts NYC office values down $557B (2019–2023); 
national vacancy averaging ~20%

Diversify investments across property 
types and geographies

Technology gaps Slower, less precise forecasting and valuation 
without AI-driven tools

Leverage AI and data analytics for 
decisions and operations

Sustainability lag Regulatory non-compliance and reduced tenant 
appeal

Prioritize energy-efficient, resilience-
planned properties

Regulatory change Fines, legal disputes, or lost revenue from 
zoning/code shifts

Monitor regulations continuously; 
involve legal/advisory experts

Uninsured exposure Uncovered property or liability losses Implement comprehensive insurance 
coverage

Strategies for effective risk management
● Diversify investments across property types and geographic locations to reduce concentration risk.

● Leverage technology — AI and data analytics — for proactive, informed decisions.

● Prioritize sustainability through energy-efficient, environmentally responsible properties.

● Stay informed on regulations by continuously monitoring zoning, building, and environmental requirements.

● Implement comprehensive insurance coverage protecting against both property and liability risk.

Outlook and recommendation
2025 presents both challenge and opportunity for CRE stakeholders. Owners who stay informed on economic trends, adopt 
technological tools, prioritize sustainability, and adapt early to regulatory change are best positioned to preserve value and reduce 
exposure through the remainder of the cycle.
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