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CASE STUDY: Terras da Costa e Mar - Agrarian Park

1. Case Overview

Case study title Terras da Costa e Mar Agrarian Park / Agroparque Terras da Costa e do Mar
(ATCM)

City / Region / Country | Almada Municipality, Costa da Caparica / Lisbon Metropolitan Area / Portugal

Lead organisation(s) Almada Municipality (AM), as managing entity and local authority responsible for
the agrarian park development and future management model.

Type of initiative A peri-urban agrarian park and socio-ecological renovation initiative combining
public land regularisation, ecological restoration, farmer support, short supply
chains, community allotments, social rehousing and place-based economic
development.

This is not a conventional land bank model. it is closer to an integrated public land
governance and agrarian-park model for a protected peri-urban landscape.

Timeframe The territory has been cultivated for generations. Almada Municipality purchased
the land around the 1970s. The urban allotments originated from a 2021
participatory budgeting scheme. A major rehabilitation and rehousing operation
was carried out in 2024. The Agroparque regulation was adopted as Regulamento
do Agroparque das Terras da Costa e do Mar, No. 1027/2025, 22 August.

The Agroparque Terras da Costa e do Mar was initiated in November 2022 as part
of the PRR/OIL2 Costa da Caparica intervention. Its completion was planned for
December 2025, after which the project is expected to move into a more
consolidated operational phase.

2. Context and Policy Objective

Local context The ATCM is located in Almada municipality in a protected territory of
approximately 200 hectares between the Arriba Fossil and the Atlantic coast. The
area is described as a landscape in decline, affected by soil overexploitation, loss
of hedgerows, groundwater pressure, unproductive illegal annexes, garbage
dumps, social exclusion and unresolved land-tenure conditions.

The case is also embedded in the social and territorial context of Costa da
Caparica, where farmers, fishers and local communities are important reference
groups for the project.

Policy objective(s) and | The strategic objectives are to improve the environment and quality of life, boost
rationale local production through sustainable and forward-looking activities, promote skills
development and employability in sustainable agriculture, create new business
opportunities based on the local environment, foster circular economy and short
supply chains, strengthen the community, deepen community spirit through
creativity, culture and sport, and engage younger generations in sustainability,
seasonality and health.

The rationale is to allow agriculture to continue in the territory while shifting
practices towards more sustainable production, strengthening farmer income
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through short circuits, and using ecological restoration as a lever for social and
economic transition.

Links to
strategies/frameworks

The Agroparque Terras da Costa e do Mar is linked to several municipal,
metropolitan and national frameworks.

It is foreseen in the revision of the Almada Municipal Master Plan and forms part
of the Municipal Ecological Structure. It is also integrated within the Protected
Landscape of Arriba Fdssil da Costa da Caparica and is referenced in the 2025-
2027 Co-management Plan for that protected landscape. At metropolitan level,
the case is connected to the FoodLink network for food transition in the Lisbon
Metropolitan Area, including the objective of increasing local food supply and
supporting more ecological agricultural models.

At national recovery-policy level, it is implemented under the Portuguese Recovery
and Resilience Plan, specifically PRR-OIL2 Costa da Caparica, targeting
disadvantaged communities and territorial regeneration.

Its operational framework is formalised through Regulation No. 1027/2025, which
defines land access, cultivation rules, management principles, the incubator and
the “Terras da Costa e do Mar” brand.

3. Land Instrument(s) a

nd Allocation Mechanism

Type of land tool(s)

The land tool is an agrarian park built around public control of peri-urban
agricultural land, land regularisation, ecological restoration, farmer support, and a
managed framework for production, services, branding and market access.

Core tools include land-use regularisation, farm plots under municipal
management, an agricultural incubator, urban allotment gardens, common
infrastructure, a territorial brand, technical assistance, quality control, and short-
circuit market mechanisms.

Ownership and tenure
model

The territory includes three types of owners: private owners, central government
and municipal ownership. Almada Municipality purchased much of the land around
the 1970s, but many cultivators lack valid title deeds and landownership litigation
has affected the area for decades.

The municipality intends to regularise the land situation so farmers can continue
agricultural activity, access support funds, and certify agricultural practices under
national and European rules where necessary.

Legal and regulatory
basis

The legal and regulatory basis of the Agroparque Terras da Costa e do Mar rests
on the dedicated Regulamento do Agroparque das Terras da Costa e do Mar, No.
1027/2025, of 22 August, together with the wider framework of the Almada
Municipal Master Plan. The project is also shaped by its location within a protected
landscape area, requiring close coordination with ICNF — the Institute for Nature
Conservation and Forests and compliance with environmental protection and
nature conservation requirements.

The land-tenure context is particularly important. Almada Municipality purchased
the land around the 1970s, and subsequent court judgments have clarified the
Municipality’s ownership position. However, long-standing land disputes, informal
cultivation practices and social resistance continue to influence local acceptance of
municipal intervention in the area. For this reason, the regulatory framework is
not only a technical land-management instrument, but also a mechanism for
regularising land use, enabling farmers to access support schemes, and
progressively aligning agricultural practices with national and European legal
requirements.
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Level of public control
and management

Public control is high. The municipality is identified as the managing entity and is
expected to run the brand, common infrastructure and services, logistics and
product distribution, training, technical support, quality control of products, water
and soil, and the rental of spaces in the eco-building.

The management model falls under the responsibility of the local authority,
ensuring transparency and accountability through its own bodies, while noting
that a specific formal governance framework and the exact relationship with local
stakeholders have not yet been fully defined.

4. Governance and Stake

holder Model

Key actors

The principal actors identified include:

e Almada Municipality (AM), lead and managing entity.

e Institute for Nature Conservation and Forests (ICNF), protected
landscape and conservation partner.

e  Ensaios e Didlogos Associacao (E-DA), local community and
participatory activities partner.

e Associacao Industrial Portuguesa (AIP), partner in social empowerment,
training and business-oriented activities.

e NOVA School of Science and Technology / NOVA-FCT, technical and
local partner.

e National Civil Engineering Laboratory (LNEC), groundwater and soil
assessment.

e  Centre for Ecology, Evolution and Environmental Changes (Ce3C),
Faculty of Sciences, University of Lisbon, ecological assessment and
hedgerow guidelines.

e  Centro Social Paroquial Nossa Senhora da Conceicao da Costa da
Caparica, Centro de Emprego de Almada (IEFP), Junta de Freguesia da
Costa da Caparica (JFCC), farmers, fishers and local communities.

Governance structure

The governance model is municipality-led and long-term, supported by the
Agroparque regulation and the Municipal Master Plan.

Economic sustainability has been tested through economic and financial analysis.
Revenue sources for the managing entity include land rental, technical services,
brand use, incubation and rental of spaces in the eco-building.

Governance remains one of the most sensitive implementation issues. Following
the development phase, the project must define how formal management powers,
fees, land allocation criteria and interaction with local stakeholders will operate in
practice.

Coordination
mechanisms

Coordination has been organised through partnerships, technical studies and
community-facing activities. Mechanisms include UAV mapping and ortho-
photomosaic production, groundwater and soil analyses, ecological assessment,
agricultural surveys, participatory workshops, Co-Labs, farmer training, weekly
free agricultural technical support, business management assistance, events and
dissemination activities.

The Agroparque regulation provides a key coordination anchor for the operating
phase. However, disagreement among farmers has been identified on several
aspects of the regulation, including fees, the scope of the managing body’s
powers, and land allocation criteria.

Citizen involvement

Citizen and community involvement is central to the case. The project used Co-
Labs and participatory workshops with partners such as E-DA and AIP.
Community-facing initiatives included the Experimental Garden, the TERRA~MAR
meeting, a photography contest with a local school, the Terras da Costa e do Mar
Festival and the ATCM Seminar.
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The urban allotment gardens also reflect citizen involvement, as they emerged
from a 2021 participatory budgeting scheme in a community adjacent to the
ATCM and were located in the northern area to open the site to regular visits from
outside.

5. Financing and Resources

Funding sources

The project was funded by the PRR-OIL2-Costa da Caparica under the Recovery
and Resilience Programme, targeting disadvantaged communities and framed as
Communities in Action.

For the operating model, potential revenue streams include land rental, technical
services, use of the Terras da Costa e do Mar brand, incubation services, and
rental of spaces within the eco-building. In addition, the 2024 operation for
demolition, waste removal and site rehabilitation involved an investment of over
EUR 650,000.

Resource requirements

The case requires a combination of legal, administrative, technical, environmental,
social and market-development capacities. These include land regularisation,
protected landscape coordination, UAV mapping, groundwater and soil analysis,
ecological assessment, agricultural surveys, rehousing support, demolition and
waste removal, farmer training, technical assistance, business development,
branding, digital marketplace development, logistics and quality control.

The resource profile is therefore broader than a land-allocation scheme and closer
to a full socio-ecological transition programme for a contested peri-urban
agricultural area.

6. Implementation Process

Key phases Implementation can be read through the following phases:

e  Territorial diagnosis and mapping, including UAV aerial survey and
ortho-photomosaic production.

e  Natural-resource assessment, including groundwater and soil analysis
by LNEC.

e  Ecological assessment and preparation of hedgerow/ecological-network
guidelines by Ce3C.

e  Agricultural surveys to understand farming practices and inform
programme guidelines.

e Community engagement, Co-Labs, participatory workshops and social
empowerment activities.

e  Rehousing of families living in substandard conditions in shanty towns in
the project area.

e Ecological restoration, including hedgerow recovery, transition to
Integrated Production or Biological agriculture, waste removal and
demolition of illegal/unproductive annexes.

e Development of productive and market-support instruments, including
the agricultural incubator, Terras da Costa brand, digital marketplace
and short-circuit markets.

e  Operationalisation under the Agroparque regulation and municipality-led
management model.

Timeline e Around 1970s: Aimada Municipality purchased much of the land from

owners.

e 2021: Urban allotment gardens originated from a participatory budgeting
scheme.
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e 2024: Rehabilitation of 15,660 m2, demolition of 72 buildings, rehousing
of 162 people, with investment over EUR 650,000.

e 22 August 2025: Agroparque regulation No. 1027/2025 adopted.

Ongoing: transition towards sustainable production, farmer support,
brand development, market creation and governance consolidation.

Administrative steps

Administrative steps include clarification and regularisation of land status,
preparation of the Agroparque regulation, coordination with the Municipal Master
Plan, alignment with protected landscape requirements, technical environmental
studies, agricultural surveys, establishment of support services for farmers, design
of fee and service arrangements, and definition of the municipal management
model.

A particularly sensitive administrative step is the definition of plot allocation
criteria and fee arrangements, which generated disagreement among farmers
during the participatory process.

Enabling conditions

The enabling conditions include municipal ownership/control, court judgments in
favour of Almada Municipality, protected landscape coordination with ICNF, access
to Recovery and Resilience Programme funding, technical partnerships with
universities and specialist laboratories, community engagement partners, and a
regulatory framework for the Agroparque.

Social legitimacy, farmer trust and the ability of the future managing body to
respond efficiently are also enabling conditions that remain fragile and require
continued attention.

7. Outputs and Impacts

Outputs (quantitative)

e  Approximately 200 hectares of protected peri-urban territory covered by
the ATCM.

Groundwater and soil analyses carried out at around 30 points.

More than 100 urban allotment plots for community and recreational
farming.

In 2024, 15,660 m2 rehabilitated.

72 buildings demolished.

162 people rehoused.

Investment of over EUR 650,000 in demolition, waste removal,
rehabilitation and rehousing-related works.

e  Seven implementation axes and 28 projects covering environment and
public space renovation, culture and creativity, education, citizenship
and empowerment, local jobs, health and social dimensions.

Impacts (where
available)

The expected and emerging impacts include improved environmental quality,
ecological restoration of the landscape, reduced pressure on groundwater through
transition to Integrated Production or Biological agriculture, recovery of
hedgerows and habitat connectivity, improved social conditions for rehoused
families, farmer upskilling, improved capacity for certification and access to
agricultural support, and improved income opportunities through branding and
short supply chains.

ATCM is a technical laboratory contributing to the Metropolitan food strategy
target of 15% local food consumption and states that success should be
measured not only in tonnes of products but also in the resilience of the social
fabric.
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8. Barriers, Challenges and Lessons Learned

Barriers

The main barriers identified are land property litigation, social resistance to
municipal intervention, lack of valid title deeds for many cultivators, lack of
workforce and skills, absence of a collective farmer voice, capital constraints,
social exclusion, and a continuing sense of insecurity and unfamiliarity around the
territory.

Additional implementation barriers include the technical difficulty of restoring an
overexploited landscape and the need to shift farmers from intensive practices
towards Integrated Production or Biological agriculture.

Challenges

The most daunting challenge has been social transformation. Farmers and local
people have not always agreed with municipal plans or regulation provisions.
During the drafting of the ATCM regulation, disagreements emerged over fees,
the powers of the managing body and criteria for allocating plots, with dominant
positions taking precedence over equity criteria in competitive tendering
processes.

Other challenges include farmers’ ageing profile, limited technical skills for eco-
farming, limited access to capital, reduced sale prices, inability to apply for
funding without regularised status, and the need to make the territory more open,
secure and recognised by the wider local community.

Lessons learned

Several lessons can be drawn from the case:

e  Ecological restoration is more effective when accompanied by a social
strategy.

e  Public land governance in contested peri-urban landscapes must
address legal status, social vulnerability and farmer livelihoods together.

e Hedgerow recovery, soil conservation and groundwater protection can
become practical entry points for a broader green transition.

e Short-circuit markets, territorial branding and direct sales are necessary
to improve farmer income and overcome resistance to change.

e  Farmer upskilling and free technical/business support are essential
where producers lack the capacity to shift to sustainable production
models.

e Transparent governance is essential, but regulation alone is insufficient
if fees, powers and allocation criteria are not socially accepted.

9. Transferability and Scalability

Transfer potential

The ATCM could be replicated in other towns and peri-urban areas where public
authorities need to combine land regularisation, ecological restoration, farmer
support and local food-market development. The Foodlink network is mentioned
as a context in which other local authorities are working on similar projects.

Transferability is strongest for municipalities dealing with protected peri-urban
landscapes, informal or unclear land use, vulnerable farming communities, and
the need to connect local production with short supply chains.

Success factors

Key success factors include municipal leadership, a clear regulation, technical
evidence on water and soil conditions, ecological restoration guidelines, farmer
training, community participation, social rehousing, a territorial brand, a digital
marketplace, short-circuit markets, and long-term capacity for management and
quality control.

The case also shows that success depends on resolving tensions between
administrative control and farmer acceptance. Without trust, the model may face
continuing resistance even where the legal basis is strong.
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10.Relevance for Action 5

Public land
mobilisation

The case provides a strong example of public land mobilisation in a complex peri-
urban setting. Almada Municipality uses land control, regulation and management
capacity to keep agriculture active while steering the territory towards ecological
restoration, social inclusion and sustainable production.

Access to land

Access to land is addressed through regularisation of land status, future plot
allocation, municipal management and support mechanisms that enable farmers
to continue agricultural activity under legally recognised and certifiable conditions.

The case is particularly relevant because access to land is not only a question of
making plots available; it also involves resolving historical litigation, informal
tenure, social vulnerability and the ability of farmers to access funds and comply
with legislation.

Sustainable food
systems

The ATCM contributes directly to local sustainable food-system objectives by
supporting Integrated Production or Biological agriculture, groundwater
protection, soil conservation, biodiversity and hedgerow recovery, short supply
chains, a territorial brand, digital marketplace access and local producer-consumer
links in the Lisbon Metropolitan Area.

It also links food production with education, health, seasonality, youth
engagement, culture, creativity and community-building.

Added value

For Action 5, the added value of the case lies in its integrated treatment of public
land, ecological restoration and social inclusion. It demonstrates how a
municipality can use public land governance not only to allocate land but to
reshape a vulnerable peri-urban food landscape.

The case is a useful counterpoint to more administrative land-bank models
because it shows the operational and political complexity of public land
governance where agriculture, informality, poverty, biodiversity and market
access overlap.

11.Key Takeaways

Insights for cities

Cities can learn from the ATCM that public land for local food policy can be used
as a transformative instrument when land regularisation, ecological restoration,
social justice and market access are designed together. The case underlines the
importance of diagnosing water and soil conditions, investing in community trust,
combining infrastructure with training and business support, creating recognisable
local brands, and ensuring that governance arrangements are transparent but
also socially legitimate.

For cities considering replication, the main caution is that a strong public mandate
must be matched by sustained mediation with farmers and residents, especially
where land rights, fees and allocation criteria are contested.

12.Sources and References

Documents / Links

1. Almada Municipality official page: https://www.cm-
almada.pt/agropargue-terras-da-costa-e-do-mar

2. EU case study & policy documentation:
https://drive.google.com/file/d/180-
OSindrde2zryu9mWtVNx9ZyRWAFmN/view
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