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Executive Summary
For decades, the international halal meat industry has often treated chilled and frozen lamb as

competing products.

Increasingly, this is the wrong way to view the market.

The more important distinction is not product format.

It is procurement strategy.

As international supply chains become more complex, buyers are increasingly evaluating chilled and frozen products

through the lenses of:

These considerations have become increasingly important throughout 2026 as freight markets, fuel prices and

logistics networks have experienced elevated levels of uncertainty.

At the same time, substantial structural changes are emerging within global sheepmeat markets.

Perhaps the most significant development is the planned end of live sheep exports by sea from Australia from 1 May

2028. The change is expected to accelerate the transition toward additional domestic processing and may influence

the volume of processed sheepmeat entering international export markets.

For Gulf importers, this creates both opportunity and complexity.

Greater processed product availability may improve procurement flexibility.

However, future pricing outcomes will ultimately depend on:

This report examines chilled and frozen supply models through a commercial procurement perspective

and explores how importers, wholesalers, distributors and food-service operators can position themselves

for the years ahead.
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Understanding Chilled Supply
Chilled lamb occupies a premium position

within many international markets.

Buyers frequently associate chilled product with:

For restaurants, hotels and premium retail

environments, chilled supply often provides advantages

that support premium pricing and stronger customer

perception.

These benefits are not achieved without cost.

Chilled supply programmes require:

Unlike frozen products, chilled goods operate within

narrow timing windows.

A delayed shipment can quickly reduce available shelf

life and commercial value.

As a result, chilled programmes frequently depend upon

high-performing logistics providers and efficient cold-

chain execution.

This makes transportation economics especially

important.

Changes in air cargo availability, fuel pricing or routing

efficiency can materially affect the landed cost of chilled

product.

For this reason, procurement teams increasingly

evaluate chilled supply as both a product decision and

a logistics decision.

Typical Chilled Product Journey

Farm

↓

Processing

↓

Chilled Storage

↓

Air Freight

↓

Importer

↓

Distribution

↓

Food Service / Retail
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Understanding Frozen Supply
Frozen lamb follows a fundamentally different

commercial model.

Rather than prioritising speed, frozen programmes

prioritise flexibility.

Extended shelf life allows buyers to:

Frozen supply chains generally utilise refrigerated

container shipping, allowing larger volumes to move

over longer distances at lower transportation costs.

This provides several advantages from a procurement

perspective.

When markets experience disruption, frozen

programmes often retain greater operational flexibility

because buyers have more time to adjust inventory,

logistics and distribution schedules.

For wholesalers and distributors, frozen inventory

frequently acts as a buffer against short-term market

volatility.

As international logistics networks become more

complex, frozen products are increasingly valued not

only for price competitiveness but also for operational

resilience.

Typical Frozen Product Journey

Farm

↓

Processing

↓

Freezing

↓

Container Loading

↓

Sea Freight

↓

Importer Storage

↓

Distribution

Vanta Market View

Frozen supply is no longer merely a lower-cost alternative.

It is increasingly becoming a risk-management tool.

Supply Economics
Successful procurement requires understanding landed cost rather than simply purchase price.
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Many buyers focus heavily on product cost at origin.

In reality, the commercial outcome is determined by the combined impact of:

These costs differ significantly between chilled and frozen models.

While chilled products may achieve higher selling prices, they frequently incur higher operational costs.

Frozen products typically provide lower freight exposure and greater inventory flexibility.

Consequently, the most profitable procurement strategy depends upon the specific market channel being served.

A premium retail environment may support chilled supply economics.

A wholesale distribution network may benefit more from frozen supply economics.

Illustrative Landed Cost Comparison Illustrative: relative cost level, not a quotation.

Chilled

Product Cost

Freight Cost

Storage Cost

Risk Cost

Frozen

Product Cost

Freight Cost

Storage Cost

Risk Cost

GCC Markets: Kuwait, Qatar & UAE
Observed Market Data

The GCC remains one of the world's most important halal lamb import regions.

Regional demand consistently exceeds local production capacity, requiring substantial imports to support

consumption.

Recent market analysis estimates GCC sheepmeat consumption at approximately 395,000 tonnes compared with

production of approximately 257,000 tonnes, creating a significant import requirement. Imports reportedly reached

approximately 141,000 tonnes.
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Kuwait
Kuwait represents one of the

region's most significant

sheepmeat markets.

Consumption is estimated at

approximately 78,000 tonnes

annually, while per-capita

sheepmeat consumption is

among the highest in the GCC at

approximately 16kg per person.

The market values:

Frozen supply plays a

particularly important role

within wholesale distribution.

Qatar
Qatar continues to support

demand for both chilled and

frozen products.

Buyers frequently prioritise:

Programmes serving hospitality

and premium retail sectors

often incorporate chilled

product alongside larger frozen

inventory positions.

United Arab Emirates
The UAE remains the GCC's most

important import and

redistribution hub.

Market assessments suggest

imports account for more than

90% of domestic sheepmeat

demand, highlighting the

country's structural dependence

upon international suppliers.

The market supports:

Estimated GCC Sheepmeat Consumption Source: GCC market analysis (IndexBox)

Saudi Arabia 173,000t

Kuwait 78,000t

UAE 47,000t

Qatar 34,000t

Oman 32,000t

Bahrain 31,000t

Australia & The Future Of Frozen Markets
Observed Market Data

Australia remains one of the most influential exporters within global sheepmeat markets.

The industry is entering a period of structural transition following legislation ending live sheep exports by sea from 1

May 2028.

Importantly, live sheep exports currently represent a relatively small proportion of Australia's overall sheep sector.
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Government figures indicate sheepmeat exports were worth approximately A$4.5 billion in 2022-23, compared with

approximately A$77 million for live sheep exports by sea.

This distinction matters.

The most likely market impact is not a collapse in prices.

Instead, the transition may gradually increase processed sheepmeat availability and intensify competition among

exporters.

For international buyers, this could create:

At the same time, Australian supply remains constrained by production realities.

Meat & Livestock Australia forecasts a smaller sheep flock, lower slaughter volumes and reduced sheepmeat

production during 2026.

Vanta Market View

Australia is unlikely to create perpetual oversupply.

However, the 2028 transition may increase competitive pressure within frozen export markets and improve

buying opportunities for importers.

Potential Impact Of Australia's 2028
Transition

Source: Australian Government

End Of Live Sheep Exports

↓

Additional Domestic Processing

↓

Higher Exportable Sheepmeat Volumes

↓

Greater Export Competition

↓

Improved Procurement Options

2026 Australian Sheep Industry
Indicators

Source: Meat & Livestock Australia

-2.7%
National Flock

-11%
Lamb Slaughter

-10%
Lamb Production

-29%
Mutton Production
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Risk Analysis & Procurement Strategy
The most significant difference between chilled and frozen procurement is risk exposure.

Chilled programmes prioritise freshness.

Frozen programmes prioritise flexibility.

Neither approach is inherently superior.

The correct choice depends upon procurement objectives.

Comparative Supply Economics Assessment Vanta Market View

Evaluation Factor Chilled Frozen

Freight Exposure High Low

Fuel Cost Sensitivity High Low

Shelf Life Low High

Inventory Flexibility Low High

Supply Disruption Resilience Low High

Origin Flexibility Medium High

Cost Predictability Medium-Low High

Strategic Stockholding Low High

Long-Term Procurement Suitability Medium High

Procurement Scenario Analysis

Base Case
Stable demand.

Manageable freight conditions.

Moderate pricing volatility.

Growth Case
Strong GCC demand.

Tighter supply availability.

Moderate upward pricing

pressure.

Risk Case
Freight disruption.

Higher transportation costs.

Increased landed-cost volatility.

Vanta Food Group · Serving International Markets From London admin@vantafoodgroup.com · +44 7825 648616 · vantafoodgroup.com



10

Vanta Food Group
Chilled vs Frozen

Supply Economics

Vanta Market View

Businesses that prepare for disruption are generally better positioned than businesses that assume normal

conditions will continue indefinitely.

Strategic Outlook
The international halal lamb market continues

to offer substantial opportunity.

Demand remains strong across many importing regions.

The challenge facing procurement teams is increasingly

operational rather than agricultural.

Success will depend upon:

As international supply chains become more complex,

buyers are likely to place increasing importance on

resilience.

The choice between chilled and frozen product will

therefore become increasingly strategic.

For some buyers, chilled programmes will remain

essential.

For others, frozen programmes will provide superior

flexibility and risk management.

Many of the strongest procurement programmes will

ultimately utilise both.

Building Sustainable Supply Programmes

Supplier Diversification

↓

Supply Resilience

↓

Operational Continuity

↓

Buyer Confidence

↓

Long-Term Growth

The future belongs not to the cheapest supplier.

The future belongs to the most resilient supply chain.
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Appendix A: Market Data
Observed Market Data

GCC Sheepmeat Market

Consumption ~395,000 t

Production ~257,000 t

Imports ~141,000 t

Largest Consumption Markets

Saudi Arabia ~173,000 t

Kuwait ~78,000 t

UAE ~47,000 t

UAE
Imports supply >90% of consumption

Appendix B: Sources & Methodology
This report combines:

Observed Market Data refers to publicly available information.

Vanta Market View refers to commercial interpretation and analysis.
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Freight and logistics considerations Public agricultural data

GCC import-market assessments Vanta Food Group commercial analysis
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Department of Agriculture, Fisheries and Forestry - Live

Sheep Export Phase-Out. agriculture.gov.au

Parliament of Australia - Export Control Amendment

(Ending Live Sheep Exports by Sea) Bill 2024. aph.gov.au

Meat & Livestock Australia - Industry Projections 2026. m

la.com.au

IndexBox GCC Lamb and Sheep Meat Market Analysis. in

dexbox.co.uk

IndexBox UAE Lamb and Sheep Meat Market Analysis.

Market data represents publicly available information at the time of publication.

Vanta Market View sections represent analysis and opinion.

Pricing outcomes may differ according to specification, volume, destination and freight conditions.

Importers should independently verify veterinary, halal and customs requirements applicable to destination markets.

https://www.agriculture.gov.au/sites/default/files/documents/FINAL_Australian%20Government%20Response%20LSPO.pdf
https://www.aph.gov.au/Parliamentary_Business/Bills_Legislation/bd/bd2324a/24bd077a
https://www.mla.com.au/news-and-events/industry-news/tighter-supply-expected-as-national-sheep-flock-set-to-decline-in-2026-mla-sheep-industry-projections-2026
https://www.mla.com.au/news-and-events/industry-news/tighter-supply-expected-as-national-sheep-flock-set-to-decline-in-2026-mla-sheep-industry-projections-2026
https://indexbox.co.uk/store/gcc-lamb-and-sheep-meat-market-analysis-forecast-size-trends-and-insights/
https://indexbox.co.uk/store/gcc-lamb-and-sheep-meat-market-analysis-forecast-size-trends-and-insights/

