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PART I 
THE EVENT
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Purpose of the Event
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•By-product management remains a 
critical and unresolved challenge 
across key agricultural value chains

•Existing approaches are 
fragmented, sector-specific and 
difficult to scale

•There is a clear need for structured, 
cross-sector dialogue focused on 
practical solutions

•Alentejo provides a relevant regional 
context to test and discuss new 
approaches
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Event Fact Sheet
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•Date

•Time

•Venue

A unique multi-stakeholder forum designed to address by-product valorisation 
challenges across key agricultural sectors.

(Wine, Almond, Olive 1, Olive 2)

•Total number of 
participants

•Number of 
thematic tables 4

3621.11.2025

10:30 -15:00

Quinta do Quetzal
Vila de Frades- Alentejo

Format: Plenary session and 
facilitated table discussions
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Objectives of the Event
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The meeting was designed to:
1.Create a neutral platform for dialogue 
across value chains.

2.Surface operational realities and 
systemic barriers that prevent by-product 
valorisation at scale.

3.Identify potential solutions, 
technologies and collaborations.

4.Establish shared messages for future 
action and policy engagement.

AGROGES’ role was to curate the methodology, guide 
the conversations, ensure analytical coherence, and 
synthesise insights into actionable recommendations.
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Who Was in the Room
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Participants represented a diverse range of 
organisations, including:

•Agricultural producers and cooperatives
•Agro-industrial processors
•Technology providers
•Water utilities
•Universities and research organisations
•Public administration and regional 
authorities
•Certification and advisory bodies
•Investors and market intermediaries

This diversity allowed for a rare convergence of 
perspectives from production, processing, 
governance, technology, market development 
and environmental management.
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Value Chains Represented
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The discussions focused on three key 
agricultural value chains in the Alentejo 
region:

•Wine — pomace management, scale effects 
and regulatory constraints

•Almond — economic viability, market 
immaturity and logistics

•Olive — high-volume by-products, territorial 
constraints and governance challenges

Each value chain was analysed through the 
lens of by-product valorisation, circularity and 
long-term sustainability.



9

Programme Flow
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The event followed a structured flow:

1.Welcome Coffee & Informal Reception
Participants gathered in an open setting, with exhibition 
materials available for early exploration.

2.Plenary Session
1. Opening remarks
2. Framing of the by-product valorisation challenge 

in Alentejo
3. Introduction to the goals and structure of the 

session

3.Thematic Table Discussions
Each table combined moderated dialogue with real-time 
note-taking by AGROGES rapporteurs.

4.Synthesis & Closing Messages
Key insights were consolidated at the end of the session and 
presented to the plenary.

This structure supported both networking 
and in-depth discussion.
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The Talk & Taste Method
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A structured facilitation approach was used to 
guide discussions across all tables:

•Designed to move from open dialogue to 
concrete insights

•Focused on operational realities rather than 
abstract debate

•Ensured balanced participation and 
comparability across tables

•Supported by conversation cards and clear 
facilitation rules
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Five Phases of Each Table Discussion
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Each table discussion followed the same five-
phase structure:

This structure ensured clarity, focus and 
actionable outputs.

1.Introductions — positioning participants 
in the value chain

2.Barrier mapping — identifying the most 
critical constraints

3.Analysis — exploring root causes and 
responsibilities

4.Solutions & priorities — focusing on 
realistic, near-term options

5.Final synthesis — agreeing on key 
messages for plenary
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Roles at the Tables

By-Products in Conversation: Visual Report of the Alentejo Multi-Stakeholder Meeting

21.11.25 | Quinta do Quetzal

Each table was supported by clearly defined
roles to ensure effective dialogue and robust
outputs:

•Moderators — guided the discussion, 
managed time and ensured balanced
participation

•AGROGES Rapporteurs — captured insights, 
patterns and key messages in real time

•Participants — contributed operational, 
technical and institutional perspectives

This structure allowed discussions to remain
focused while capturing rich, comparable
insights.
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Tables & Participants Overview
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Wine Table Olive Table 1 Olive Table 2 Almond Table

Moderator
•Vasco Rodrigues — Emb. 
Netherlands

Participants
Herman van Beuningen — Herdade
do Outeiro da Esquila
Gloria van Beuningen — Herdade do 
Outeiro da Esquila
Catarina Chemetova — Alfarroxo
Pedro Schmidt — Herdade Paço do 
Conde
Joost Lankester — Netherlands 
Enterprise Agency (RVO)
Manuel Verdasca — MADECA
Reto Jörg — Quinta do Quetzal

Rapporteurs (AGROGES)
Joana Lima — AGROGES
Maria de Almeida — AGROGES

Moderator
Friso Abbing — Edafos

Participants
Luis López Garcia — DePrado
Isabel Vieira — AdP VALOR
Theo Migo — Land Trust Solutions
Luís Hortêncio — Kiwa Sativa
Joaquim Filaho — CCDR Alentejo
Hélder Transmontano — Cooperativa 
Agrícola de Moura e Barrancos

Rapporteur (AGROGES)
Carolina Tomé — AGROGES

Moderator
José Diogo Albuquerque —
Agroportal

Participants
Pedro Lopes — DePrado
Ana Rosado — Agro Consultant
Rita Uva — Edafos
David Catita — Independent 
Bruno Varela — Nutrifarms
Joaquim Verdasca — MADECA
Maria João Caldinhas — Uni.of Évora
Ana Maria Ribes — RRN / AKIS / 
University of Évora

Rapporteur (AGROGES)
Catarina Góis — AGROGES

Moderator
Machiel Kommers — Emb. 
Netherlands

Participants
David Doll — Independent expert
Rita Godinho — Portugal Nuts
Rita Marques — Edafos
Nuno Russo — Portugal Nuts
Vasco Fitas da Cruz – University of 
Évora
José Rafael Marques da Silva – 
University of Évora

Rapporteur (AGROGES)
Miguel Vieira Lopes — AGROGES
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Working Atmosphere
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The working atmosphere throughout 
the event was characterised by:

•High levels of engagement and 
participation

•Open and candid exchanges across 
sectors

•Willingness to share constraints, 
failures and lessons learned

•Strong focus on practical and 
operational realities

This environment enabled constructive 
dialogue and meaningful insights.
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What Made This Event Different
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Several elements distinguished this event from more 
conventional meetings:

•A strong regional focus combined with a European 
perspective

•Emphasis on operational constraints rather than 
abstract debate

•Integration of market, governance and social 
dimensions

•Structured facilitation designed to move beyond 
diagnosis

These elements helped create a space oriented 
towards learning and action.



PART II 
TABLE DISCUSSIONS
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Wine - Key Issues
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•Persistent challenges in managing grape 
pomace across the wine value chain

•Producers often need to pay for pomace 
removal due to limited outlets

•Large-scale production amplifies logistical 
and operational constraints

•Companies are actively seeking alternative 
and more sustainable pathways

•Long-term production and regenerative 
practices were highlighted over short-term 
yield optimisation

WINE TABLE
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Wine - Barriers and Constraints
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High moisture content of pomace makes 
drying nearly impossible at scale

Lack of space and machinery for drying or pre-
treatment, especially for large producers

Regulatory and phytosanitary requirements
restrict alternative uses

Certain fractions are legally required to be 
burned

Market and industry mindsets, particularly in 
the substrate sector, limit acceptance of 
alternative raw materials

WINE TABLE
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Wine - Insights and Recommendations
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Key insights

• Composting emerges as a promising 
pathway, as it avoids the need for drying

• Aerated composting technologies show 
potential for large-scale application

• Large producers require tailored solutions 
adapted to scale and volume

Recommendations

• Test large-scale composting pilots for grape 
pomace

• Engage downstream industries (e.g. 
substrates) to revisit acceptance criteria

• Review regulatory constraints that force 
low-value or environmentally suboptimal 
outcomes

WINE TABLE
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Olive 1 - Key Issues
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OLIVE TABLE 1

•Very high volumes of olive pomace generated 
during peak production years

•Limited capacity of existing pomace 
processing facilities (bagaceiras)

•High moisture content significantly increases 
transport and handling costs

•Lack of nearby treatment and valorisation 
options close to production sites

•Structural risk of recurring crises in future high-
production campaigns
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Olive 1 - Barriers and Constraints
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OLIVE TABLE 1

•Land-use restrictions (RAN) limit the 
possibility of drying or pre-treating pomace 
near olive mills

•High bureaucratic burden for composting 
authorisations

•Lack of available space close to production 
units

•Regulatory complexity around waste vs. by-
product classification

•Difficulties in managing water content and 
washing waters
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Olive 1 - Insights and Recommendations
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OLIVE TABLE 1

Key insights
•Treating by-products as close as possible to 
production sites is critical to feasibility
•Water content is a central technical 
constraint that drives costs and limits options
•Technologies for composting, biochar and 
biogas exist, but scaling remains difficult
under current conditions

Recommendations
•Create fast-track (“green lane”) 
authorisations for sustainable valorisation
solutions
•Enable pre-treatment and drying zones near 
olive mills, including in RAN contexts where 
appropriate
•Support pilot projects combining 
composting, biochar and biogas solutions
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Olive 2 - Key Issues
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OLIVE TABLE 2

•Governance and decision-making challenges 
strongly influence by-product valorisation 
outcomes

•Regulatory frameworks are complex, 
fragmented and interpreted inconsistently

•Access to financing for new initiatives is 
perceived as inflexible and opaque

•Social acceptance (“social licence”) has 
become a decisive factor for new projects

•Enterprises and research are often moving 
faster than public administration
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Olive 2 - Barriers and Constraints
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OLIVE TABLE 2

•European financing mechanisms perceived as 
inflexible, opaque and highly national

•Lack of strong cross-sector associations in 
Portugal to bridge industry, administration 
and markets

•Slow and fragmented administrative 
processes, with limited continuity over time

•Disconnect between policy, knowledge and 
operations, particularly between universities, 
companies and decision-makers

•Local capacity constraints, as 
decentralisation reaches municipalities with 
limited technical resources
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Olive 2 - Insights and Recommendations
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OLIVE TABLE 2

Key insights
•Governance and coordination are as critical as 
technology
•Spain offers relevant benchmarks through stronger 
regional autonomy and cross-sector circular 
economy associations
•Circularity is a more tangible and effective 
narrative than abstract sustainability
•Social licence is now a precondition for project 
viability, not a secondary issue

Recommendations
•Establish cross-sector platforms or associations to 
support administration and industry
•Improve regulatory clarity and continuity across 
political cycles
•Invest in social licence strategies, including 
transparency, communication and community 
engagement
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Almond - Key Issues
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•By-product valorisation in the almond value 
chain is constrained by the absence of a 
functioning market

•The challenge is regional in nature, requiring 
place-based solutions

•Economic sustainability of the value chain 
was a central concern

•Participants recognised the need to balance 
efficiency with environmental impact, even if 
this implies trade-offs

ALMOND TABLE 
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Almond -Barriers and Constraints
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•High transportation costs make large-scale 
solutions economically unviable

•Lack of financing and liquidity limits farmers’ 
ability to change operations

•Immature market for compost and by-
product-derived products

•Certification and licensing requirements
create additional hurdles

•Mandatory laboratory testing for compost is 
not readily available in practice

ALMOND TABLE 
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Almond -Insights and Recommendation
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ALMOND TABLE 

Key insights

•Market absence is the core problem, not lack 
of technical solutions
•“It takes a village”: producers, by-product 
users and academia must act together
•Large producers can play a critical role as 
early adopters and pioneers
•Reducing specific operational costs (e.g. 
transport) could unlock systemic change

Recommendations

•Redirect financing towards downstream 
users to pull the value chain
•Launch a regional, cross-value-chain 
composting initiative
•Design targeted support mechanisms to kick-
start demand and scale



PART III 
CROSS-CUTTING SYNTHESIS
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What We Heard Across All Tables
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Across all four tables, a set of shared realities clearly emerged:

These patterns highlight the systemic nature of the challenge.

By-products remain a largely 
untapped resource across 

value chains

Fragmentation persists 
across sectors, territories and 

institutions

Technical solutions exist, but 
do not scale under current 

conditions

Operational challenges are 
well known and recurrent

Untapped Resource Recurrent Challenges Scaling Issues Fragmentation
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Core Barriers Identified
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The discussions revealed four interlinked categories of systemic barriers:

These barriers reinforce each other and limit scalability.

High moisture content, 
material variability, lack of 

pre-treatment infrastructure

Complex licensing, waste 
classification, land-use 

restrictions

Immature markets, lack of 
liquidity, weak demand for 

end-products

Transport costs, distance, 
seasonality and peak 

volumes

Technical Logistical Economic Regulatory
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Governance and Decision-Making Gaps
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Beyond technical and economic issues, governance emerged as a critical constraint:

The challenge is not only what to do, but how decisions are made and sustained.

Highly centralised decision-
making limits responsiveness 

to regional realities

Weak cross-sector 
coordination mechanisms 

reduce collective action

Limited continuity in public 
administration slows 

progress

Fragmented interpretation 
of legislation across 

departments creates 
uncertainty

Centralised
decision-making 

Fragmented 
interpretation 

Limited continuity ~Weak Coordination 
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Social Licence and Market Reality
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Social acceptance and market conditions emerged as decisive factors:

Social licence is now a core condition for feasibility.

Communities increasingly 
demand clean air, healthy 

soils and biodiversity

Certification risks becoming 
a bureaucratic exercise rather 

than a driver of impact

Circularity is more tangible 
and understandable than 

abstract sustainability

Resistance to new facilities 
can block technically sound 

solutions

Community Demands Resistance to Solutions Circularity Tangibility Certification risks
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Key Messages from the Event
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Eight clear messages emerged from the collective discussion:

1.Transport costs and regulation are the main bottlenecks

2.Markets for by-product-derived products remain immature

3.Regional problems require regional solutions

4.Financing must target downstream users to unlock value chains

5.Partnerships are essential to achieve scale

6.Spain offers relevant governance and coordination lessons

7.Social licence is a decisive condition for feasibility

8.Circularity provides a strong and actionable narrative



PART IV 
RISKS, OPPORTUNITIES & 
STRATEGIC IMPLICATIONS
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From Risk to Opportunity
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Key risks
•Continued reliance on low-value or environmentally 
suboptimal disposal routes
•Increasing resistance from communities to new 
infrastructure
•Missed alignment with evolving European policy 
and funding priorities

Key opportunities
•Positioning Alentejo as a regional testbed for 
circular by-product solutions
•Leveraging circularity to drive innovation, 
investment and cooperation
•Creating new value chains around soil health, 
composting and bio-based solutions

How these risks are managed will determine 
whether by-products become a liability or a 
strategic asset.



PART V 
RECOMMENDATIONS 
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Strategic Recommendations
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Based on the discussions and synthesis, 
several strategic directions emerge:

•Simplify and clarify regulatory pathways for 
by-product valorisation

•Enable regional and place-based solutions, 
adapted to local realities

•Redirect financing towards downstream users
to pull value chains

•Support large producers as early adopters and 
demonstration cases

•Promote mixed valorisation pathways
(composting, bioenergy, biochar)
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Towards a Regional Circular 
By-Products Initiative

By-Products in Conversation: Visual Report of the Alentejo Multi-Stakeholder Meeting

21.11.25 | Quinta do Quetzal

The discussions point towards the need for a 
coordinated, regional approach:

•Collaboration across wine, olive and almond 
value chains

•Shared infrastructure and logistics where 
scale allows

•Public–private–academic partnerships to 
support innovation

•Pilot projects with clear governance and 
accountability

A regional initiative could provide the structure 
needed to move from pilots to scale.
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Keeping the Conversation Alive
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This event marked a starting point, not an end:

•Maintain a regular dialogue platform among 
stakeholders

•Translate insights into targeted pilot actions

•Share data, lessons learned and evidence 
transparently

•Build trust with communities, institutions and 
markets over time

Sustained collaboration will be essential to 
turn discussion into durable impact.
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Contacts

Tel.  21 484 7440  |  Fax   21 484 7441

Rua Cova da Moura nº2-3°Esq | 1350-117  Lisboa 

www.agroges.pt
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