
New Zealand Shell-Egg Market Structure & Value Chain Map



1. End-to-End Value Chain & Margin Dynamics

Upstream Inputs
Feed, DOCs,

Rearing

Tier 1: Production
Farm Gate

Tier 2: Grad-
ing/Packing
Processing

Tier 3: Dis-
tribution

Wholesale
/ Logistics

Tier 4: Re-
tail/Channels
Supermarkets
& Foodservice

Feed = 60% of
producer cost.

DOC supply lead times
are a critical bottleneck.

Asset-heavy, high capex.
Captures 30-40%
of retail profit pool.

Often integrated with Tier 1.
Captures 10-

15% of profit pool.
Intermediaries (e.g.,
Bidfood, Gilmours).

Captures 8-12%
of profit pool.

Asset-light, highest margin.
Captures 35-

50% of profit pool.

Aurora’s Positioning (Integrated Producer-Packer)

2. Producer Landscape & Production System Matrix

Relative Scale (Volume Share)

Mainland Poultry
27% Share

(Corporate - PEP)

Aurora Eggs
17-19%
Share

(Target -
Family)

Heyden
Farms

13% Share
(Family)

Better
Eggs

9% Share
(Family)

Zeagold
7% Share
(Mainland)

Henergy
6% Share
(Family)

Long Tail
∼20% Share

(>30 Pro-
ducers)

Colony Cage

Barn

Free Range

Colony Ex-
posure

Barn Capacity

Free Range

40% Colony

30% Barn

30% Free
Range

∼50%
Colony

Barn

Free
Range

Barn

Free
Range

Barn

Free
Range 100% FR

High
Colony Mix

Specialty
/ Organic

Capex NZ$8-10m
Consent & DOC
risks

Phase 2 ongoing
Capital con-
strained
Exit risk

Phase 2 Transition
Retailer Cage-Free Ban

(End-2027 Deadline)

3. Market Channels & Commercial Dynamics

Retail / Supermarkets
Foodstuffs, Woolworths NZ

Foodservice
Bidfood, Gilmours

Industrial / Wholesale
Ingredients

• Dynamics: Drives the 2027 cage-free
ban. Highest margin channel.
• Aurora Exposure: ∼70% of revenue con-
centrated in top 3 retailers.
• Pricing: Free-range premium (historically
30%+) faces compression risk.

• Dynamics: Distributor-led (Bidfood ten-
ders annually).
• Intermediaries: Distributors dictate prod-
uct range to operators.
• Aurora Exposure: Direct supply arrange-
ments for select accounts.

• Dynamics: Lower margin, bulk volume.
• Aurora Exposure: Select strategic whole-
sale accounts.

∼70% Revenue


