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Background	
Wine Geelong is in the process of reviewing their member offer, branding and website 
functionality to ensure they are meeting the needs of not only wine growers and 
makers in the Geelong region, but also the people who visit wineries and buy wines 
from the region. 

To better understand the opportunities for their members and the organisation, Wine 
Geelong commissioned What Your Customers Want to conduct qualitative interviews 
with both current and potential members of wine Geelong.  

Five potential opportunities for member and organisational growth were identified as 
part of the member qualitative study. 

An additional qualitative study was conducted with people who visited wineries. The 
results of this study were incorporated into an online (quantitative) survey and are 
presented in a separate report. 

Research	Methodology	
The principles of six local wineries were interviewed as part of the member qualitative 
study to understand their needs as members or prospective members of Wine Geelong. 

These interviews were undertaken from Monday 5 February to Tuesday 13 February 
2018. The profile of the participating wineries is set out in the table. 

Winery 
Location 

Member 
Wine 
Geelong 

Members 
Geelong 
Bellarine 
Tourism 

Member 
Other 
Tourism 

Provide 
products / 
services 
other than 
wine 

Bellarine ! !   
Surf Coast !  !  
Surf Coast !  ! ! 
Surf Coast ! ! ! ! 
Geelong  ! ! ! 
Geelong  !   
The wineries were also a mix of businesses that had a cellar door as well as ones who 
didn’t. One winery offered food as well as wine, one offered wine, food and 
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entertainment, and two catered for major events. The two wineries which were not 
members of Wine Geelong had been members in the past. 

The qualitative questions assumed that a key ‘job’ of all the wineries was growing 
grapes, making wine, branding wine, and selling wine to customers. As a result, the 
questions followed an order that focused on the making, marketing and selling of wine, 
and the support the wineries sought to get these jobs done. 

In among these questions, the wineries were also asked about what services from Wine 
Geelong they had participated in, what was important to them when choosing to access 
those services, and with what areas they were and weren’t satisfied.  

Areas of opportunity for Wine Geelong to increase member engagement and 
organizational growth were then identified. 

 

Research	Findings	
Five key areas of risk and opportunity were identified as part of the member qualitative 
study. 

Redefining	the	boundaries	to	increase	the	number	of	
wineries	listed	in	the	Geelong	region	
According to Wine Australia, the border of the Geelong Wine Region begins on the 
southern coastline of Victoria at the mouth of the Anglesea River, then stretches north-
west to take in the eastern side of Winchelsea, then north (to the west of the 
Inverleigh-Winchelsea Road) to Inverleigh, then north-north-west toward Mt Mercer, 
before curving east to the bay at Avalon Airport. 

Location	of	the	Western	border	
A couple of the wineries interviewed mentioned the Wine Australia map and the 
location of the official boundaries of the Geelong region. There are wineries that would 
be counted as ‘in the Geelong region’ by consumers and even Wine Geelong but are 
currently outside the boundaries of the Wine Australia map. 
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Surf	Coast	versus	Otway	
The Surf Coast wineries which participated in the interviews all belonged to the Otway 
Taste Trail map. All these wineries, particularly those inland from the coast, believed 
that the tourism description of the Otways region better represented their location for 
tourists and locals, rather than Surf Coast. 

Also, there are other wineries on the Wine Geelong map listed as ‘Surf Coast’ region 
that are some distance from the coast and get passing trade from people going to 
Otway region events rather than the coast itself. 

Opportunity:  

• That Wine Geelong advocate expanding the boundary of the Geelong wine 
region with Wine Australia. 

• Members south of the Hamilton Highway but north of the Cape Otway Road 
(the Barwon Valley) be asked what region they would most identify with to see 
if a fourth sub-region should be created in the Geelong wine region. 

Wine	Geelong’s	member	base	has	diversified	since	Wine	
Geelong	commenced	
20 years ago when Wine Geelong was still a relatively new organisation, members were 
largely a combination of small cellar doors and wineries that sold direct to customers 
without a cellar door. The profile of a winery business in the region is now much more 
diverse. 

The	making	of	wine	is	still	a	passion	
The wineries that participated in the interviews are very passionate about the wine that 
they make. They all seek to improve their wine and believe that improving the standard 
of wine throughout the region will benefit everyone in the industry. 

While the industry is competitive, all of those interviewed also believe that 
collaboration is both possible and needed. Many referred visitors to their cellar door to 
other wineries in their region, and all mentioned that they either already invited, or 
would welcome, other wine makers to taste their wine and provide feedback. 
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The	business	of	wine	is	more	than	a	cellar	door	
All those interviewed believe that the business of selling wine is becoming more an 
event and tourism business. The size of a winery’s business is now less about the 
tonnage of grapes grown, and more about the amount of other services they sell, such 
as food. The more successful businesses are often those that have a food / music / 
tourism / major event reason to attract visitors, and these visitors are then sold wine. 

This change in the dynamics of business was partly due to the region’s growth as a 
tourist destination, and also in response to consumers looking for a bigger experience 
than tasting and buying wine. This has created a many tiered segmentation in the 
industry in Geelong. 

 
No cellar 

door 
Cellar door Cellar door + 

produce 
Cellar door + 
light meals 

Food & wine Food, wine & 
entertainment 

      
 

Even businesses with no cellar door recognise that they are part of the tourism industry 
and all of the wineries are members of their local tourism organisation. 

Opportunity: 

• A tiered member offering that caters for all types and size of business, as well 
as owner motivations, is likely to increase engagement across the range of 
Wine Geelong members. 

• There is an opportunity to negotiate both membership and collaboration 
opportunities with local tourism organisations so that Wine Geelong members 
can get a lower rate for membership of their local tourism organisation, as well 
as other promotional opportunities. 
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To	differentiate	from	the	support	provided	by	tourism	
organisations,	Wine	Geelong	can	play	a	role	in	creating	a	
tighter	community	of	wine	growers	and	wineries	
All the wineries interviewed, including the two wineries which were not members of 
Wine Geelong, believe there is a need for the organisation. This need is based on 
supporting the wine industry in the region to ensure that it continues to grow in 
profitability and economic impact. Wine Geelong is already undertaking many of the 
activities suggested. 

A	representative	body	for	the	wine	industry	in	the	region	gives	a	voice	to	all	members	
All those interviewed believe that the wine industry in the Geelong region requires a 
representative body to be their voice with Wine Australia, with Tourism Victoria and 
Tourism Australia, and with the state and Federal governments in the event of 
legislation or other industry structure changes being proposed that could affect the 
industry. This included advocating for a change in the boundaries of the Geelong region 
as set out by Wine Australia to incorporate wineries that have been established near 
Geelong since the map was last updated. 

Promoting the industry also included collecting statistics and promoting the economic 
impact of the industry in the region so that the efforts of the wineries can be 
recognised as more than a tourism benefit. 

Wine	Geelong	has	a	role	to	share	and	facilitate	the	sharing	of	news	relevant	to	the	
industry	in	the	Geelong	region	
Suggestions of what incorporated ‘news’ included articles about tax and legislative 
changes that could affect the industry, available grants, wine industry / Wine Australia 
news and opportunities, specific member successes, other industry successes, wine 
making assistance, bulk purchasing opportunities, and workshops and field days. 

Having said this, members recognised that different types of news can be disseminated 
in different forums – not all news needed to be shared by email, and not all news 
needed to be on the public website. The different forums might include industry 
(including specific member) news that is relevant to the public on the website, news 
that is specifically relevant to members in a member only forum, and a regular 
newsletter that gives a summary and lets members know where to look for specific 
news. 
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Wine	Geelong	has	a	role	to	coordinate	opportunities	to	improve	the	standard	of	wine	
in	the	region	
The wineries interviewed believe that improving the wine in the region overall will 
improve sales overall. All of them welcomed the possibility of both sharing and learning 
from other horticulturists and wine makers, including from other regions. 

Wine	Geelong	also	has	a	role	to	create	and	offer	opportunities	to	collaborate,	network	
and	build	a	community		
All the wineries are passionate about making great wine and want the opportunity to 
meet with people who share their passion. Ideas include regular opportunities where 
members can discuss issues and successes, provide feedback, meet socially, 
opportunities for wine makers to taste each other’s wine and offer feedback, and 
occasions to share wine making and business expertise.  

In discussing the member offering, the wineries also expressed appreciation for the 
opportunity to provide feedback anonymously during the member qualitative study. 
Wine Geelong, then, has a role to offer the wineries a forum to share their thoughts 
and feedback on an ongoing basis – including anonymous feedback – such as following 
a major event. While many members will not necessarily provide their views, having a 
feedback mechanism is important for the members that do. 

Those interviewed also want the opportunity to share ideas on a regular basis such as in 
member forums. These forums could include a regular (such as quarterly) online or 
face-to-face meeting, and / or an online forum that was moderated by Wine Geelong. 
Some of the subjects mentioned include how to better cater for international tourists – 
including contacts to translate brochures and signage into Chinese and other languages 
for international tourists – and bulk purchasing opportunities. 

As	the	representative	body,	Wine	Geelong	has	a	role	to	coordinate	and	celebrate	the	
best	of	the	region	
The Geelong Wine Awards and dinner in October are considered an important event in 
the industry’s calendar. Not only did they celebrate the wines in the region, but the 
dinner also offered an opportunity for the wineries to celebrate with people who 
shared their passion. 

Wine Geelong can also share member successes on the Wine Geelong website and 
social media, as well collaborate with other wine and local tourism organisations to 
share on their websites and social media. 
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Wine	Geelong	also	has	a	role	to	increase	the	profile	and	promote	the	region	to	the	
local,	interstate	and	national	communities	
There was general agreement among the wineries that the representative body was the 
best organisation to promote the wine region. There were many views on how this 
might best happen. Enhancing the Wine Geelong website to be more interactive, and 
producing video promotions such as the recent Barossa ads, were cited as examples of 
how promotion of the wine region could be improved. 

Opportunity: 

• Wine Geelong can create even greater loyalty from its members by building the 
sense of community among winery members across all business models, 
through opportunities for sharing and collaboration, raising the quality of the 
industry overall. 

• Sharing and collaboration can be facilitated through face-to-face and online 
forums, giving members the opportunity to participate even if it is difficult for 
them to physically travel to a particular location. 

The	strategy	for	major	promotional	activities	might	not	be	
understood	by	all	members	
The current calendar of major activities is structured around the times of year that wine 
growers and makers can be available to plan and participate.  

A number of the interviewed wineries did not participate in all of the events offered as 
they believe the cost often outweighed the return. In addition, they commented that 
they currently receive only limited business from the Wine Geelong website or 
brochure, and believe their own promotional and sales activities (wholesale and retail), 
location, referrals from other wineries, and other tourism promotion – such as online 
promotion through Tourism Victoria, Geelong & Bellarine Tourism, or the Otway Taste 
Trail brochure – currently generate most of their sales. 

Toast	to	the	Coast	
All the wineries interviewed believe that the Toast to the Coast had become a tourism 
event that attracted people looking for a ‘good day out’, rather than an event that 
attracted serious wine drinkers. The Victorian tourism site describes it as ‘Geelong's 
pre-eminent annual food, wine and music festival’ (in that order). 
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The focus on food and entertainment is considered a problem for several of the smaller 
wineries as the cost of participation plus the investment in wine for tasting, additional 
staff and food over the two days outweigh the revenue from cellar door sales.  

While the smaller wineries are able to group together and pool their resources to 
showcase their wines, some do not believe that the type of visitor to the region during 
Toast to the Coast are likely to visit their cellar door in the future unless they provide 
another reason to visit – such as food and music.  

In addition, some of the wineries commented that the timing of the Toast to the Coast 
over the Melbourne Cup weekend is unnecessary, as it is already a busy tourism 
weekend in the region. 

When weighing up other promotional opportunities, some of the smaller wineries 
found the cost of Toast to the Coast an expensive promotional activity. 

Promotion	of	regional	styles:	Pinot	Affair	in	May	and	Winter	Shiraz	Weekend	in	July	
While promoting regional styles is considered a great idea, the Pinot Affair in Little 
Malop Street, which enables visitors to compare several pinot noir wines in the one 
location, received mixed reception. The concern is that it will attract people looking for 
an entertaining way to spend a day rather than serious wine drinkers. Having said this, 
the wineries which offer pinot noir are all participating. 

In contrast, the wineries that made Shiraz believe that the Winter Shiraz Weekend 
attracts people who are genuinely interested in wine. In addition, the festival enables 
the participating wineries to showcase what differentiates them as a brand by hosting 
visitors at their cellar door. 

Wine	Show	and	Awards	Dinner	in	October	
The Wine Show and Awards Dinner are considered a highlight in the professional and 
social calendars for a number of those interviewed. They saw it as a way to promote the 
quality of the wines in the region, as well as celebrate successes and catch up with 
members in the industry. 

Website,	map	and	other	promotions	
The wineries that participate in the Otway Taste Trail all commented on the amount of 
business they receive for their $375 per year investment. The factors that contribute to 
this success are that the map includes more destinations than just wineries, so people 
can plan their route to include meals and other shopping among their cellar door 
experience. 
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Another factor that contributed to the success of the Otway Taste Trail map was its 
currency. As it is updated every year, the members which used the map have 
confidence that they can recommend other businesses on the map to tourists and that 
the business will be open when it says it is on the map. It was important to the 
members in the study that the details on the Wine Geelong website and map were up-
to-date. 

Opportunity:  

• The current calendar of major promotional activities is structured around the 
times of year that wine growers and makers can be available to plan and 
participate. For members that don’t participate in all the activities, however, 
the events can appear without strategy. There is an opportunity to build 
engagement with both the smaller and large wineries by presenting the 
strategic rationale and regional benefits of these activities, as well as asking 
members to participate in the ongoing development of this strategy. 

• There is also an opportunity to enable members to be responsible for keeping 
their details on the Wine Geelong website up-to-date in case they change their 
offering or opening times during the year. 

Wine	Geelong	membership	
While the wineries interviewed believe that Wine Geelong needs to exist and they want 
– or felt obliged – to be members and support the association, the current membership 
fee structure is considered an issue. 

While it is recognised that the fee structure might have made sense when the business 
of a winery was all about the wine, the interviewees struggled to understand what 
value the smaller wineries now received from their membership compared to a 
membership of, for example, Geelong & Bellarine Tourism or the Otway Taste Trail. 

Now that the membership base consists of wineries with diverse business models (from 
those without a cellar door, to cellar door only, to food and wine venues, to 
entertainment venues) the feedback from interviewees is that it is a good time to 
change the fee structure to reflect the different member profiles. 
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Current	Membership	Fee	Structure	
The wineries that were interviewed ranged in size from small to medium in terms of 
volume of wine produced each year. While it is acknowledged that a ‘user pays’ fee 
structure is fair, the wineries believe that tonnage is no longer a good indicator of 
either the size or profitability of the business.  

This view is based on the opinion that wineries have become a tourism and event 
business that caters for people looking for something to do, somewhere to eat, or a 
place to celebrate a major event. The idea is to attract people in, then sell them wine. 

Elements that make up a tourism business include showcasing local produce as well as 
the wineries own wine, offering food – ranging from finger food to sit down meals – 
music and other entertainment, and offering accommodation. 

Suggestions	for	Membership	Fee	Structure	
A number of those interviewed commented on the fee structure now used by Tourism 
Greater Geelong and the Bellarine that includes a base fee that takes account of the 
size of the business, then additional fees based on the services used. 

At Wine Geelong, this kind of fee structure might include a base fee that takes account 
of the size of the business, such as the number of people employed by the business 
(average Full-Time-Equivalent staff over a year). The services in this base fee might 
include their cellar door / location being on the map, as well as invitations to wine 
community and collaboration opportunities. 

The next level might include fees to promote a winery’s other attractions, such as local 
produce, food, music, child / dog friendly. 

In addition to these two fee levels, wineries can pay a separate fee to participate in 
specific promotional opportunities such as Toast to the Coast, the Winter Shiraz 
Weekend and the Pinot Affair. 

Opportunity:  

• With the change in member profile, there is an opportunity for the board to 
form a sub-committee to review the membership fee structure and confirm or 
suggest an alternative fee structure prior to 2019 membership renewals. 
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Conclusion	
While the number of wineries interviewed as part of the member qualitative study was 
small, they identified a number of opportunities for Wine Geelong to increase 
membership and engagement, create a stronger community, and improve the 
economic prospects of the Geelong wine region. 


