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6.4 BRAND

When the rail trail was first launched it was called
the Goulburn River High Country Rail Trail but was
later renamed the Great Victorian Rail Trail,
accompanied by a new brand identity.

The font reflects the historical railway station

nameboards, the double parallels lines represents %
the railway track, and the bike is linked to the major

tourism experience associated with the trail.

The new identity was supported by a comprehensive 3 G R E A’r \,] QTO R ]A N &

brand style guide that defined the positioning

statement for the brand as ‘create your own stories’ RAI L T RA.I L

and included a range of clear and engaging templates
for brand application.
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Figure 24: GVRT Brand Executions
Source: Great Victorian Rail Trail Brand Style Guide 2013
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The use of ‘Great Victorian’ in the trail name suggests Figure 25: Externally Produced GVRT Collateral
category ownership, and is aspirational in the mind

of the user, so is considered to be strong and suitable

to lead future growth of the trail. However, careful
consideration needs to be given to the trail’s claim to
greatness. When launched, the trail’s key positioning
was that it was the longest continuous rail trail in
Australia - a title that has now been surpassed by other
trails (like the 161km Brisbane Valley Rail Trail) and is
likely to be further challenged by proposed rail trail
developments throughout the country. It is still the
longest in Victoria but its needs to offer a more robust
tourism experience to truly realise its position as a

market leading rail trail offering. e : = ALENANDRR 3

In a similar vein, the ‘create your own stories’ : ¢

positioning is emotive with broad appeal, suggesting LA G&b

that riders will be able to craft and enjoy their own, : ‘ -GREAT YICTOR|A N-

personalised rail trail experience. Again, this is a g - : RAIL TRAIL
strong statement however there are limited tourism :
opportunities along the trail that supports the concept
of a visitor choosing their own adventure. In terms of a
way forward, either the trail experience needs to evolve
to support the positioning, or the positioning statement
needs to change to better align with the on the ground
experience offered by the trail.

The GVRT brand is largely a wordmark that easily
adapts to a range of channels and executions. It is fairly
traditional, visually pointing to the railway heritage of
the trail, and could perhaps do with some revamping

to make it a bit more contemporary. However, when
considered against other trail priorities, a brand review
would be a longer term proposition.

Source: Alexandra Newspapers

Another key issue has been the management of the
brand, which has been limited to date meaning that a
range of entities have been using it in conjunction with
their own collateral and operations in a way that is
damaging brand equity.

GREAT VICTORIAN RAIL TRAIL STRATEGIC DEVELOPMENT PLAN
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7. GVRT VISITOR SERVICING AGREEMENT

7.1 AGREEMENT OVERVIEW

Of the $30k that Council Partners commit to
marketing the trail, $20k is paid to the Mansfield
Visitor Information Centre to provide visitor and
business services along the length of the trail.
More specifically, this includes:

Answering the 1800RTRAIL phone number
established to service GVRT specific enquiries

Responding to emails received via the
info@greatvictorianrail.com.au address

Receiving any maintenance requests associated
with the trail and forwarding them to the
appropriate LGA

Managing the GVRT website and social media
content

Distributing GVRT merchandise
Distributing GVRT collateral
Forwarding media enquiries to Council Partners

Encouraging/facilitating business listings
associated with the GVRT website

Providing business mentoring to operators
associated with the GVRT

GREAT VICTORIAN RAIL TRAIL STRATEGIC DEVELOPMENT PLAN
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7.2 VISITOR SERVICING ASSESSMENT

The majority of the tasks commissioned under this
agreement cover the standard deliverables of any visitor
information centre, particularly answering visitor calls
and emails, distributing collateral, selling merchandise
and driving uptake of business listings. Forwarding
phone calls and enquiries to other parties, whether they
be media or operational issues, also comfortably sits
within the visitor information centre remit.

Only two tasks require a specific skill-set and unique
deliverables - content management, which is currently
outsourced to TNE for $5k - and business mentoring,
which the Visitor Information Centre is not equipped to
deliver in a meaningful way.

As such, this service is failing to deliver adequate return
on investment and is impacting the limited budget
currently available to activate the trail.
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8. BUSINESS ENGAGEMENT

8.1 BUSINESS CLUSTERS

Tourism businesses along the GVRT have been mapped
by Urban Enterprise. This includes businesses directly
along the GVRT, as well as those within 1km of the trail
and within the key townships of Mansfield, Alexandra
and Yea.

Tourism businesses have been retrieved from the
Australian Business Register (ABR) and have been
categorised using the Australian Bureau of Statistic’s
Tourism Industry Correspondence. Business categories
have been classified according to product or service
type.

This mapping shows the spread of tourism businesses
along the GVRT, highlighting that businesses are
contained to the main towns of Yea, Alexandra and
Mansfield. Between major townships, there is a lack
of tourism product and experiences, with most of the
businesses between the key towns being low-quality,
small-scale accommodation establishments or self-
contained accommodation.

Figure 26: Business Clusters
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Source: Urban Enterprise, 2019.
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Of particular note along the various lengths of the trail:

Murrindindi (S)
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TALLAROOK TO YEA - There is one food and beverage
business along the trail between Tallarook and Yea
(the Schoolhouse Gallery), which is over 40km, and
equivalent to over 2-hours of cycling. Most of the
tourism product between Tallarook and Yea is small-
scale accommodation, as well as the Kerrisdale
Mountain Railway and Museum. However, it is worth
noting that a revigorated Trawool Estate will open

in November 2019, assisting with this offering. This
length of the trail is particularly picturesque, and the
views and natural landscape are not being properly
capitalised through trail activation and tourism
product offerings.

YEA TO YARCK/ALEXANDRA - There are very few
businesses on the trail length between Yea-Yarck
and Yea-Alexandra. The businesses between these
areas include an accommodation provider and a
small scale grocery/general store.

........... Bonnie Doon °
-t ° ° e, °
0 @)
7 Mansfield (S) . -
Mansfield
LEGEND
Property Cadastre
Arterial Roads
Y Great Victorian Rail Trail
ey BUSINESS TYPES
X ®  Accommodation
o ®  Sports & Recreation Activities
. @  Pharmaceutical & other store-based retailing
@  Cafes & Restaurants
Alexandra @  Fashion Retailing
@  Clubs (Hospitality)
@  Other food-based retailing
O Fuel Retailing
@  House and Garden Retailing
@®  Museum Operation
@  Nature Reserves & Conservation Parks Operation
O Newspaper & Book Retailing
@ Other
@  Sport& Camping Equipment Retailing
@  Supermarket & Grocery Stores
@  Takeaway Food Services
@  Creative & Performing Arts
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- YARCK TO BONNIE DOON - There is almost no
tourism product between Yarck and Bonnie Doon -
only a small nature-reserve and a petrol station.
The rest of the businesses are clustered in Yarck and
Bonnie Doon, which include mainly self-contained
accommodation establishments as well as a few
caravan and camping parks in Bonnie Doon.

— BONNIE DOON TO MANSFIELD - 61.5% of visitation
to the GVRT occurs within Mansfield Shire, with
much of the tourism product clustered in Bonnie
Doon and Mansfield. The stretch of trail between
Mansfield and Bonnie Doon is relatively short
compared to other lengths of the trail, with user
needs adequately met by these townships.

8.2 BUSINESS SENTIMENT

Stakeholder consultation sessions were held in the
key townships servicing the GVRT to engage with
community and business groups relevant to the trail.
Key themes that emerged from this engagement are
as follows:

- An asset but not a key tourism driver: Throughout
the townships it was generally appreciated that
the GVRT is a valuable asset to the destination
and regional offer, however it has failed to deliver
the tourism impact implied during its inception.
As a result, it has not been a focal point for most
businesses. Of those businesses that do see
benefit from the trail, it was agreed that consumer
engagement with it has been more by chance
than attributable to marketing campaigns or prior
knowledge.

- Lack of business collaboration: A void of
collaboration and communication was a common
theme. Businesses along the trail do not engage
with operators outside of their township, nor are
they aware of complementary products that may be
available nearby.

- Poor understanding of trail ownership/management:

Discussion highlighted the lack of understanding of
who was behind the GVRT brand, who owned the
trail and who was responsible for maintenance.
This lack of knowledge led to poor interaction with
the brand, with operators not knowing who to speak
to, raise concerns with or suggest ideas. The lack of
ownership and action translated to a perceived lack
of care by the respective organisations managing
the trail.

GREAT VICTORIAN RAIL TRAIL STRATEGIC DEVELOPMENT PLAN
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Even those who were aware of the ties with Council,
particularly the user groups, a lack of formalised
communication was seen to be a major impediment
and source of frustration. These groups felt there was
a lack of coordinated effort in association with the trail
and no evidence of money being spent on promotion
or operation. They also flagged further implications for
safety, including issues associated with the lighting

of the Cheviot Tunnel, hazard reporting, water access
points and fire corridors due to lack of mowing, all
perceived as a lack of care by the responsible Councils.

- Poor connection with townships: The geographic
separation of the trail from the town centre was
echoed by all operators. It was reiterated that the
trail has no presence in the townships and is hard
to find. This lack of connection with the businesses
meant they did not feel part of the GVRT brand
and were all operating as individuals within their
respective townships. Businesses believed that to
build a connection between the town and the trail, a
direct relationship was required.

- No marketing buy-in: Businesses expressed a
desire to be part of the GVRT brand and experience,
however were unwilling to spend their own
marketing dollars (for example on an ATDW listing)
when there was no brand or marketing outcomes
delivering them a return. All businesses wanted
assistance with how to market the trail within their
existing channels and to belong to a ‘group’ that was
seen as being part of the GVRT.

- A need for trail focal points: It was agreed that the
existing trail features needed to be showcased, and
that the history of the trail and its townships needed
to be told as part of the experience via relevant
interpretive signage.

- More trail services required: While industry leading
rail trails are supported by a range of commercial
services like tours, bike hire and transport, the
tourism products associated with the GVRT are very
limited. Lack of transport options was raised by all
townships, with only one operator (ATC Mansfield)
running shuttles, and looking to cease that operation
due to costs. The need for reliable bicycle transport
via existing V/Line and local services was raised as a
key issue needing immediate resolution for users.
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9. STRATEGIC DEVELOPMENT PLAN

Drawing from the learnings and insights presented in this report thus far,
a strategic development plan has been developed to capitalise on trail
opportunities, mitigate challenges and define a clear path for GVRT activation.

9.1 TRAIL VISION

The Council Partners understand the value of GVRT and
its potential to become a hero tourism experience if
properly activated. To provide a focus for these efforts, it
is essential to define the trail vision and mission — what
these Council Partners and industry are collectively
looking to achieve and how they are going to achieve it:

Vision Statement:

To establish the Great Victorian Rail Trail as a thriving
recreational tourism experience that drives positive
visitor economy outcomes for the destinations, businesses
and communities associated with it.

Mission Statement:

Council Partners will collectively lead efforts to establish the
Great Victorian Rail Trail as a leading tourism experience for
the region. This will be achieved through acting strategically
and collaboratively to evolve the visitor experience, stimulate
private sector activation and promote the trail among core
visitor segments.

In order to realise this vision and fulfil this mission,

a range of strategic actions must be undertaken that
are designed to drive positive visitation, yield and
dispersal outcomes. These actions will be developed in
accordance with four key themes:

- Improve and innovate the trail experience to provide
a premium visitor offering

- Activate the trail with a new range of marketing
leading products

- Support demand driving activities that stimulate
awareness and conversion

- Foster industry engagement and collaboration to
optimise positive trail outcomes

GREAT VICTORIAN RAIL TRAIL STRATEGIC DEVELOPMENT PLAN
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9.2 IMPROVE AND INNOVATE THE
TRAIL EXPERIENCE TO PROVIDE A
PREMIUM VISITOR OFFERING

Significant investment is required if the trail is to be-
come a premium trail offering that is an effective tour-
ism driver rather than a value-added product. A range
of initiatives have been explored in accordance with
this theme:

Tell the Story of Existing Sites

There are many sites along the trail that have strong
and interesting links to local communities and the
history of the townships, the railway and the land. Sites
with existing points of interest - like old train stations,
tunnels and bridges - need to be identified along the
entirety of the trail. Uncovering not just the factual
information about these sites but the rich stories that
intersect people with place will be key in bringing them
to life, and will also ensure alignment with the ‘create
your own stories’ brand positioning.

These sites and stories should be curated so they take
on a similar tone and style that ensures this is an
integrated and holistic trail experience. Site signage
should then be developed to mark these sites, rolled
out across all LGAs to an agreed template to ensure
cohesion.
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Create Trail Features Through Artistic Installations

There are a number of sections of the trail where the
landscape lacks features. In these areas, opportunity
exists to develop new pause-points through the creation
of artistic and interpretive installations. This includes
the implementation of large-scale ‘X-Factor’ sculptures -
high-impact, often polarising pieces that act as major
tourism drivers and points of interest.

The installation of this sculptural work would deliver
several additional outcomes for the GVRT:

- Position it as a world-class rail trail offering with a
competitive point of difference.

- Inspire, delight and encourage talk-ability and social
media shareability so as to position the GVRT as a
‘must do’ accessible cycling experience

— Drive repeat visitation and advocacy for the GVRT
through enhancing the visitor experience.

— Attract new markets to the trail that are motivated
by arts versus cycling.

These major installations could be designed by high-
profile domestic or international artists if budget allows.
Alternatively, local artists could be engaged to better
create links with local communities and township
heritage. Either way, impact must be prioritised.

TNE has engaged Oculus - specialists in landscape
architecture, urban design and environmental planning
- to deliver the conceptual work associated with this
initiative, to illustrate what is proposed:

Figure 27: Artistic Installation Concepts Incongruous to
the Landscape

Figure 27: Artistic Installation Concepts Incongruous to the Landscape

Source: Oculus (2016) Game Changing Rail Trail Projects, Tourism North East
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While the Oculus examples provided are bold and
impactful, installations in sympathy with the landscape
could also be considered, particularly those that harness
the natural environment. For instance, there are some
beautiful and mesmerizing sculptures that move with
the wind, along with installations made out of materials
that complement the natural surrounds.

Figure 28: Kinetic Wind Driven Sculptures

Source: Anthony Howe, www.howeart.net

Source: Viral Galleries, www.viralvideogallery.com Source: Wayfair, www.warfair.com
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Figure 29:
Sculptures Inspired by the Natural Landscape

Source: Sylvain Meyer, www.twistedsifter.com
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Source: Kim Graham Studios
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Alternatively, artists could be commissioned to bring
icons and events of the rail heritage to life, or to
showcase the rich history of the destinations and
communities around the trail to again tell the GVRT
story. Key to success in this space in a focus on high-
impact, engaging and contemporary installations — not
just static statues and plaques - that will excite and
motivate trail users.

Figure 30: Sculptures that Highlight Destination History and Heritage

Source: Doctor Brian Lynch Source: Simeon87, Wikimedia Commons
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Ideally, ten installations along the trail — every 10km
outside of the major townships - would elevate the
trail to a signature tourism experience. It would act as
a competitive differentiator unlike any other rail trail
in the Australia, intersecting cycle and nature-based
tourism and arts/cultural heritage.

There are also options for smaller installations that
can be used to frame or highlights parts of the
landscape to creating points of interest, particularly in
sections of the trail that feature long, flat sections with
limited natural features.

Figure 31: Installations that Frame the Landscape

"

Source: Oculus (2016) Game Changing Rail Trail Projects, Tourism North East
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Two separate reports commissioned by TNE and
Regional Development Victoria have considered the
value of developing new trails in isolation compared
to developing trails with these types of enhancements.
This work illustrated that these installations have the
ability to transform the trails they are located on, in
line with international best practice, and significantly
increase trail related visitation and yield.
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SIGNAGE UPGRADE

A clear issue on the trail is the lack of signage and
inadequate existing signage. As a priority, a signage
plan needs to be undertaken that maps the trail and key
locations for signage, prioritising the following:

- Signage that points users from the trail to towns and
commercial operators

- Interpretive panels for existing features on the trail
to enhance the user experience

- Consistent distance markers along the length of the
trail that are at agreed intervals and that contain the
same data.

- Signage that points users from major townships to
the trailhead

— The removal/replacement of signage with the old
brand.

- As new features are created on the trail, interpretive
panels that tell their story.

It is important that this signage plan draws on and
finesses the significant body of signage work already
commissioned - the Great Victorian Rail Trail Signage
Plan (2013) - to avoid duplication and unnecessary cost.

To this effect, TNE has also received funding by way

of the Federal Government’s Building Better Regions
Fund to commission the delivery of a Ride High
Country Signage Strategy for the region. This Strategy
will set industry best practice for both wayfinding and
interpretive signage in association with cycle tourism
product, and set a template for trail signage across the
High Country. Learnings from this projects relative to
best practice signage can be drawn upon for the GVRT,
leveraging work that is already funded and currently in
progress.

GREAT VICTORIAN RAIL TRAIL STRATEGIC DEVELOPMENT PLAN
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GVRT DIGITAL FUNCTIONALITY

While the implementation of signage along the trail is
key, it will be costly so may take time to complete in
its entirety. An immediate solution to both wayfinding
and interpretative elements is the development of new
digital GVRT functionality that could take the form of
an app or enhanced capabilities added to the existing
website — whichever offers the best user outcomes in a
cost-effective manner. This functionality could be used
to provide a range of information to trail users:

- Effective mapping that depicts the entirety of the
trail and advises people where they are and how far
they are from points of interest and townships.

— Alink to local businesses, identifying where people
can stop for food and beverages, and the type and
cost of the available offering.

- Details on points of interest — the app should provide
both overviews of key focal points, along with the
ability to delve into further detail if an areas if of
interest to the user. This is information could be read
by the user or delivered via audio to allow them to
continue on their journey while listening to details
about the site they had just visited.

— The ability to log trail maintenance issues directly
with the appropriate council (based on their
geolocation) negating the reliance on this service
currently provided for Mansfield Visitor Centre.

The new functionality will also be most effective when
it can represent a robust product offering in and around
the trail, pointing to a concerted need for product
development that supports rich digital content. It will
also need to consider how to assist people in navigating
the trail experience in areas where mobile coverage is
limited, so offline access will be key.

It is recommended that this functionality is developed
for the GVRT as opposed to having content about

the trail on another entity’s platform to ensure full
control over content and the user experience. It is

also recommended that any content related to trail
businesses be linked to the ATDW listings on the GVRT
website, providing added value to operators actively
supporting the trail and alignment with key brand
messaging.
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TRAIL EXTENSION

At present, the Mitchell Shire trail head is at Tallarook,
which marks a start/finish point of the trail. However,
Tallarook has a small tourism product available, so
offers a limited arrival experience, and only has a small
population base to draw from to impact change.

An extension of the rail trail between Tallarook and
Seymour would resolve this problem by establishing
Seymour as the trail head. Seymour has a far bigger
population and therefore service base that is capable
of supporting a more robust visitor experience.
Furthermore, with the Seymour Revitalisation Initiative
underway, this destination is likely to benefit from
increased public and private investment into the future,
further enhancing its visitor servicing capability. Its
proximity to the Melbourne market also provides
opportunities to capture market share for the rail trail.

Engagement with key tourism businesses that attended
the rail trail engagement session in Tallarook were also
supportive of this concept. Rather than detracting from
Tallarook it was felt that the extension would help
establish the destination as a natural stopping point,
boosting associated business opportunities.

Figure 32: Mansfield Station Precinct Conceptual Design
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While a number of trail alignment options have been
identified for this extension, it is essential that the trail
head is viewed through a consumer lens for the best
possible tourism experience. This may mean additional
cost is incurred in implementing the extension

but it is important that the trailhead experience is
strong, matching the level of experience that will

also be supported with the proposed Station Precinct
development proposed for Mansfield (see below).

MANSFIELD STATION
PRECINCT DEVELOPMENT

The Mansfield Station Precinct is a 13 hectare site

on the main approach to town that also marks the
locations of the GVRT trail head. Mansfield Shire
Council has developed a masterplan for this site that
will see it become a tourism and community hub that
offering an impressive arrival point for the GVRT. With
new food/beverage options, bike services and even a
pump track it will become a focal point for all types of
cyclists in Mansfield.

As such, this initiative is fully recommended, and
Mansfield Shire Council is urged to look at where GVRT
recommendations can be packaged with this broader
project to achieve both efficiencies and impact.
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Source: S] Urban 2018, Mansfield Station Precinct Activation Project Concept Master Plan, Mansfield Shire Council
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9.3 ACTIVATE THE TRAIL WITH
A NEW RANGE OF MARKETING
LEADING PRODUCTS

While improving the trail experience is key, it is
important to consider ways to activate this experience
through a new range of products. This delivers several
key benefits:

- Creates economic activity associated with the trail,
effectively leveraging the existing asset.

- Extends the reach of marketing efforts and the
potential visitor base through the commercial and
promotional activities of independent operators.

- Improves and diversifies the user experience.

Several initiatives have been explored under this theme:

Product EOI and Seed Funding Program
There are currently no tours or shuttles available along

the GVRT, and only one bike shop (located in Mansfield).

While product growth is required, there are currently
several key barriers to development in this space:

- Lack of demand to warrant trail-specific services

- Lack of operator skill-set or capacity to development
new products

- Lack of any business coordination along the trail to
support cooperative product development

- Lack of knowledge about any tourism offering by
businesses outside of key tourism hubs

In order to overcome these barriers, a proactive
approach to product development is required to de-risk
the opportunity for the private sector. To this effect, it
is recommended that a product brief is developed that
summarises the opportunity associated with providing
bike hire, tours and transport in association with the
GVRT, or any other products that Council Partners

are looking to activate (even potentially the product
adaption/packaging or GVRT event noted in this report).
This should then be distributed as an expression of
interest (EOI) that calls for operators who can either
independently or in-conjunction with other businesses
deliver one or all of these services. The EOI would be
open to businesses located in and outside the GVRT
region interested in offering these types of visitor
experiences. This EOI should be administered by the
Council Partners as a collective GVRT opportunity.

GREAT VICTORIAN RAIL TRAIL STRATEGIC DEVELOPMENT PLAN
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Importantly, there needs to be some level of seed
funding to help establish or launch these products.
Some Councils already have industry development
funding programs that could be utilised for this
purpose, while others have the potential to encompass
this type of activity in existing or emerging destination
specific tourism and development projects. With this
in mind, the EOI should note a threshold for local
financial support and the potential for being escalated
to State Government for any major investment that
may be required. This would ensure that all private
sector opportunities are captured as part of this EOI,
potentially pointing to a range of short to long term
development opportunities.

It is recommended that the Council Partners work in
conjunction with their Regional Tourism Board or Visit
Victoria to ensure that any new products are mentored
through the development and launch stage. These
entities already offer various programs to this effect,
which can provide the added assistance businesses need
in their infancy to heighten potential for market success.

Product Adaptation

There are a number of businesses in close proximity
to the trail that offer a product that could be adapted
for the cycle tourism market, or repositioned for
heightened appeal to trail users.

An ideal example of this would be existing food/
beverage suppliers, who already offer hampers or
take-away meals, that could provide packaged lunches/
snacks of locally sourced food that could be taken on a
rail trail trip.

While such a product is normally targeted at the foodie
market, it could be adapted for trail users at no cost

to the operator, just a re-think of applicable packaging
and the ability to cool/heat products. This would be
particularly useful on sections of the trail where there
are limited food/beverage stops, or where the offering
is currently poor.

Produce could also point to local suppliers on the trail
that may be worth a small trip deviation in order to
engage with.
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Product Packaging

Leading rail trails present a cohesive and accessible
tourism product to visitors, which often involves
effective packaging. This does not necessarily require
the creation of new products - just the bundling of
existing products in a way that presents a seamless
experience to the consumer. Packaging is effective in
educating consumers about tourism experiences that
they were not previously aware of, as well as providing
an effective way to up-sell.

Businesses along the GVRT require the following
assistance in this regard:

- They need to be informed about the range of
experiences available along the trail, so they
understand what products are available that
may complement their own offering, and even
fill current gaps.

- They must be networked with other businesses
along the trail so they can establish connections
with like-minded businesses.

- They need to be educated about what is involved
with packaging products with other businesses
(management of transactions, commissions,
consumer experience etc).

Once again, this is a program that can be scoped and
delivered by either the Council Partners via their
economic development teams or in conjunction with
their Regional Tourism Board or a contractor.

LTI

T

uﬁunm; |

)

Attachment 10.2a

Township Audit and Revitalisation

Analysis of market leading rail trails has shown the
importance of having townships located on the trails
that deliver a range of accommodation and food and
beverage options. While this type of development

sits outside of the scope of this strategy, it must be
acknowledged that greater activation of GVRT towns
would lead to stronger outcomes for both the trail and
tourism more broadly.

As such, it is recommended that Council Partners
independently conduct an audit of the tourism
offerings of their townships and prepare a gap analysis
that determines where visitor needs are not being
adequately met. Filling these gaps may then involve
working to improve, upgrade or diversify existing
businesses, or may necessitate the attraction of new
businesses as part of a broader economic development
or revitalisation strategy (as per Seymour’s current
program).
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9.4 FOSTER ENGAGEMENT AND
COLLABORATION TO OPTIMISE
POSITIVE TRAIL OUTCOMES

The GVRT is a long trail covering three Council Partners
across a wide geographic area and diverse stakeholder
base. At present, there is a lack of effective coordination
at all levels, which is impacting the trail’s ability to
grow and thrive. Great gains can be achieved through
driving collaboration and communication across all
entities involved with the trail, no matter how small or
significant their association is with the GVRT.

Effective Governance Framework

Good engagement and collaboration starts with having
an effective governance structure in place.

The initial governance framework adopted for the

GVRT was comprehensive, covering strategic and
operational components associated with the trail, and
providing the level of robustness required to support
initial implementation. Now operational for many years,
the trail still needs to be supported by an effective
governance structure however not of the same scale as
in the initial planning stage.

In order to activate the trail and deliver on the
recommendations of this strategy it is recommended that
a GVRT Management Committee of Council Partners is
formed. This Committee will be charged with determining
and pursuing strategic priorities associated with the
maintenance, growth and promotion of the GVRT.

Each council will have three representatives on this
Committee: the CEO, a tourism/economic development
representative and an engineer/technical representative,
with no proxies sent in place of members.

As the peak ride season is Summer and Autumn, the
Committee will need to meet pre and post this period to
both plan for and assess trail performance. Ideally, this
includes meeting in:

- June to assess the performance of the trail over the
financial year that is just coming to a close, and to
agree to operational and strategic priorities for the
coming season. Much of the work progressing or
implementing said priorities will need to occur over
Winter/Spring to ensure readiness for the coming
trail season.

- October to report back on agreed actions and
learnings from the June meeting, finalise any
programs that need to be rolled out over the peak
trail season, and determining any trail priorities
that will need to be included in the coming Council
budget cycle.
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Uniting all components of trail management into the
one meeting will ensure consistent GVRT priorities
across and within all Council Partners. Having the
CEO present at this meeting will also ensure senior
endorsement for agreed priorities, coordination
between council department and a reporting line back
to Councillors.

Following each of these meetings, a list of agreed
actions that are attributed to specific individuals will be
produced and distributed to all Committee attendees to
ensure clarity on expected deliverables.

GVRT Industry Groups

At present, there are user groups that are proactive
and failing to be engaged, and business groups who are
seeking some formalised collaboration. To address this
issue, a GVRT Industry Group will be formed in each LGA
that is open to any business or community members
interested in the trail.

The Industry Groups will meet twice per year following
the Management Committee meetings. They will be
coordinated and facilitated by the Tourism/Economic
Development representative from each Council Partner
and will provide information on:

— Details on any operational matters coming out of
the Management Committee meeting, including an
agreed maintenance schedule.

- An overview of all marketing activity being delivered
in association with the trail and opportunities for
industry involvement

- Implementation and reporting against industry and
product development programs

- Information on new/key cycle tourism offers along
the trail (both within and outside of the given LGA)

- Opportunity for industry to provide GVRT feedback
into Council pertaining to all matters associated
with the trail.

Managed by Council Partners, these groups will enable
Councils to take a visible leadership role in their

own communities relative to trail management and
development, and provide a formalised engagement
structure and strategic network for industry.

Tourism/Economic Development Managers from each
Council will liaise with their peers as required on key
insights/learnings arising from these groups that may
be shared or even coordinated along the entire trail.
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GVRT Industry Communication

The Industry Groups will form the basis for a new, single
GVRT stakeholder database that must be communicated
with every two months (or even on a seasonal basis)

to ensure they are engaged, and that the GVRT is

front of mind with businesses. At a minimum, these
communications should:

- Profile a tourism experience associated with the
trail (directly or indirectly) to help drive awareness
of the broader GVRT commercial offering.

- Provide updates on any new trail developments,
either strategic or operational.

- Promote participation in the Industry Group.

- Offer marketing tips or updates that businesses can
integrate into their businesses.

These communications should be co-branded by

the Council Partners to reiterate trail ownership and
management. The one communication should be sent
to all Industry Groups for consistency and to address
awareness gaps. The management of these periodic
communications could be alternated between the
Council Partners.
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Visitor Information Centre Collaboration

It is recommended that the Visitor Servicing Agreement
that the Mansfield Visitor Information Centre currently
holds with the Council Partners is dissolved, which will
free funding for marketing activities as per item 9.5.

In its place, greater coordination and collaboration
between the Visitor Information Centres (VIC)
associated with the trail would ensure that the servicing
needs of trail users could still be met but in a more cost
effective way as part of standard VIC operations.

The following actions are recommended in support of
this direction:

— GVRT briefings are collectively delivered to
these VICs twice per year to ensure there is a
strong understanding of the trail and any new
developments.

- AVIC representative attends the relevant GVRT
Industry meeting delivered in their LGA to
understand any emerging operator needs.

- Any emails sent to the info@greatvictorianrail.com.
au email address are redirected to reach both the
Mansfield and Yea VICs to respond to as relevant,
which includes forwarding booking requests to
appropriate operators.

- The GVRT phone number is disbanded with users
pointed to the range of available VICs regarding
their queries. Alternatively Mansfield VIC may wish
to continue receiving calls on behalf of Council
Partners, using it as a potential way to generate
local sales.

Adopting a longer-term view, it would be ideal if this
VIC collaboration could facilitate multi-destinational
bookings along the trail (outside of the destinations
they represent) to facilitate a seamless rail trail booking
experience.
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9.5 SUPPORT DEMAND DRIVING
ACTIVITIES THAT STIMULATE
AWARENESS AND CONVERSION

GVRT Industry Toolkits

Feedback from the business engagement sessions
indicated that industry was happy to support and
promote the GVRT but were unsure how to do so,
citing poor marketing skill-set as a limiting factor in
this regard.

It is recommended that a GVRT toolkit is developed
for any businesses looking to promote the trail that
includes:

- Copy that provides an overview of the trail, its key
selling features and appropriate links, which can be
included on business websites.

- Copy relevant to each major township and the
associated trail and business offering.

- GVRT images and vision that can be used copyright
free via their own marketing effort and digital
channels (including social media). The assets
supplied to businesses will be updated on a seasonal
basis to ensure they are relevant and fit for use.

- Abrand licencing agreement which, once executed,
will enable businesses to use the GVRT brand is
association with relevant channels/communication.

- The GVRT Brand Style Guide.

This will make supporting the rail trail as easy as
possible and optimise brand reach by leveraging
existing supplier networks.
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GVRT Marketing

GVRT marketing has been largely ad hoc, had limited
budget and failed to connect with key target segments.
As a result, visitation growth has largely been organic
rather than intentional. The GVRT needs to be marketed
so that it becomes a visitation driver rather than a
value-add product, however it is also acknowledged
that significant product improvement is required to
ensure the on the ground experience reflects the brand
promise.

With this in mind, it is recommended that Council
Partners increase exposure in the Ride High Country
campaign in the short-term to leverage the far broader
State funded effort currently in-market. This will keep
the product front of mind with consumers and address
some of the awareness issues that currently exist with
the trail. However, as new GVRT experiences become
available, a GVRT specific campaign will be required

to raise direct awareness and conversion associated
with the trail and its market leading products and
experiences. Further details to this effect are noted
under item 10.

While the trail is used by cyclists, walkers and horse
riders, available budget and promotional opportunities
dictate that one market should be prioritised within the
marketing effort. To this effect, cyclists should be the
primary target due to:

— The long distance of the GVRT in its entirety, as well
as the distance between major hubs and townships,
which makes access via bike more practical.

- The strong association that rail trails more generally
have with cycling.

- The current association of the region with cycling.

That is not to say other users will be alienated from the
trail - they just will not be targeted in the short-term
marketing program.
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GVRT Cooperative Marketing Program

Accompanying a GVRT specific campaign should be
the development of a cooperative marketing program
available to industry partners. This will have the dual
effect of increasing marketing budget, while providing
industry with a tangible way to support the trail and
gain exposure for their offering.

When this campaign is being developed, Council
Partners should develop an advertising prospectus

that relates to the channels that feature in the annual
marketing program. For a cooperative spend, advertising
would be led by the GVRT brand and style-guide but
feature the offering of a specific business and its trail-
related experience.

Ideally, the prospectus should package:
- A range of cooperative advertising opportunities
- An ATDW listing

- Advertising associated with collateral so that the
production of rail trail maps/brochures can become
cost neutral.

This would enable Council Partners to also control the
GVRT brand message as it would provide an official
channel for industry to invest in, rather than the
unofficial publications currently being produced by
other entities.

Preference should be given to working with businesses
most closely associated with the trail, ideally within
1km of the trail itself, to maintain integrity of the
campaign being associated with true trail-based
business.
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GVRT Event

While the GVRT is used for some community based
rides and small local events, it would benefit from
attracting a signature event that offers scale. Such an
event would generate awareness and visitation for the
trail, and could also be used to repositioning it in the
mind of the consumer.

Some of the councils along the trail already offer event
funding - particularly seed funding - that could be

used to secure a GVRT event and support its launch.

If an event could be secured for the length of the trail,
Council Partners could also potentially pool this funding
to allow for the securing of a bigger event, or for an
event to be secured more economically.

Some options include:

- Cycle event — a mass participation, non-competitive
challenge like the L'Erocia’; a competitive point-to
point event targeting the ever growing gravel riding
market; a novelty bike ride like the ‘Tweed Ride’
currently hosted in Rutherglen or moonlight ride
complete with glow sticks and star gazing; or a mass
ride that finishes in one of the trail townships with a
festival and bike expo.

- Running event - like an ultra-marathon

- Multi-disciplinary event - that could incorporate
horse riding, cycling and running either as part of a
race or in more of a pub-to-pub style offering.

Council Partners could approach existing event
promoters active in the region, or develop an EOI is
association with the opportunity more broadly.

Cycle Partnerships

The Council Partners can secure cost-free exposure
for the GVRT by forming strategic relationships with
other key rail trail and cycling bodies who have
their own database of engaged cyclists that they
communicate with. This includes: Bicycle Network,
Rail Trails Australia, Audax Australia and Adventure
Cycling Victoria.
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9.6 IMPLEMENTATION PRIORITISATION

Some of the recommended initiatives are quick
fixes while other concepts will take time to develop
and implement. With this in mind, the following
implementation timeline is recommended:

_

Improve and innovate the

Tell the Story of

Create Trail Features

Attachment 10.2a

Seymour to Tallarook

trail experience to provide a Existing Sites Through Artistic Trail Extension
premium visitor offering Signage Upgrade Installations Mansfield Station
GVRT Digital Precinct Development
Functionality
Activate the trail with a Product EOI and Seed Product Packaging Township Audit and
new range of marketing Funding Program Revitalisation
leadings products Product Adaptation
Support demand driving Effective Governance
activities that stimulate Framework
awareness and conversion GVRT Industry Groups
GVRT Industry
Communication
Visitor Information
Centre Collaboration
Support demand driving GVRT Industry Toolkits GVRT Event
activities that stimulate GVRT Marketing Cycle Partnerships
awareness and conversion )
GVRT Cooperative
Marketing Program
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9.7 ACTION PLAN AND
HIGH LEVEL COSTINGS

Urban Enterprise has reviewed the key
recommendations association with the Strategic
Development Plan and provided cost estimates for
implementation, along with a high-level review of
anticipated return by way of additional visitors,
dwell-time and spend.

Disclaimer: Urban Enterprise has relied solely on secondary sources of
information provided. This has been a desktop exercise to determine the
relative magnitude of economic impact for each investment project, with
modelling and assumptions based on secondary research derived from
similar product benchmarking. Nevertheless, the professional judgement of
the members and employees of Urban Enterprise Pty. Ltd. have been applied
in making these assumptions, such that they constitute an understandable
basis for estimates and projections. Beyond this, to the extent that the
assumptions do not materialise, the estimates and projections of achievable
results may vary.

GREAT VICTORIAN RAIL TRAIL STRATEGIC DEVELOPMENT PLAN
46

Page 47 of 67



Ordinary Meeting of Council
24 June 2020
Page 409

Attachment 10.2a

Economic Impact

Economic Impact Key Economic

Project Action Details Responsibilit Cost iti
) P y Method Outcomes Additional Add.l el Total
w Direct Total Output
Visitors X Jobs
Expenditure
Appoint researcher For current rail trail
and writer to users, additional time
prepare content for generated from learning
; . about the area through Drives additional
SIS SR (Eotrrie] interpretive signs length of stay and
Tell the Story of Gt e | diisr 01 IR $26,000 5 minutes per sign per | visitor yield N/A $144,009 $256,000 1
Existing Sites assist in identifying 20 signs @ independent - - b
) . visitor $3.60 additional Improves visitor
location of signs. $800 each consultant . . .
yield from time. experience
Council Partners to (assume visitors to
IHERELE sign design average of five signs,
and implementation assume 50% of visitors)
For current rail trail
users, additional time
generated from
exploring the artistic
installations. (assume
two sculptures explored
by visitors).
Scope suitable sites It is assumed the trail
o sl e oS will attract an Drives additional
. additional 15% of length of stay
. Determine ..
Create Trail . . visitors per annum
Through s el Al o! (ol staying for 2 nights in Attracts additional
, g trail and/or specific $100,000 per Partners $1,000,000 Y g 8 . . . 11,816 $2,764,967 $4,912,000 25
Artistic . ) . the region, based on visitors to the region.
. sites. installation .
Installations ) previous TNE research
.Seek expressmns_of into cycle tourism Improves visitor
interest from Artists (based on projected experience
for 10 installations economic impact
modelling for M2M in
NEVCO report)
Estimates includes both
additional yield from
existing visitors and
expenditure from
additional visitors
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Economic Impact
. . . p— Economic Impact Key Economic =
Project Action Details Responsibility Cost Method Outcomes Additional Add'ltlonal Total
: . Direct Total Output
Visitors X Jobs
Expenditure
Allow $300 per
Review previous sign (allowance Increase in additional
signage study and 300 signs). spend from 20% of rail
identify priorities Excludes labour trail visitors (based on . .
Signage for next stage of for installation Councils additional F&B activity- DR TSER R ET
Upgrade signage (directions assumed to be Partners SR 40% of visitors). These le.ngth ol sy e $921,656 $1,638,000 e
. . . yield
to businesses and provided by are joined - both
townships and Council Partners contribute to the same
distance markers) within outcome.
operational
budgets
Increase in additional
spend from 20% of rail
G e SRl EIEIS 10 ansl.ltrézn;clioztgn Tourism North ;?&liggslig(;r;éga;;?v?: . || RrvEseelhie]
Digital develop new digital peon $45,000 N . Y length of stay and N/A $921,656 $1,638,000 8
Functionality ey behalf of Council East 40% of visitors). These el
Partners are joined - both
contribute to the same
outcome.
Modelling taken from
IGO0 e T Drives additional
Agree and design Impact Assessment length of stay
Trail Tallarook to (see UE work) MBS e i) || AR b 17,612 $280,149 $383,489 3
Extensions . Council is low due to low level .
Seymour Extension Attracts additional
of product and o .
5 . 5 visitors to the region.
primarily daytrip
visitation for this
section of trail.
Mansfield ]f)rlves v.151.t0r y.le.ld
5 q q rom existing visitors
Ly Delsar ol e Mansfield Shire (See SJB by providing new
Station food and beverage | (see SJB work) : y P s N/A N/A N/A N/A
. Council work) product and
Precinct component q
experiences at the
Development
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Economic Impact
. . . - Economic Impact Key Economic .
Project Action Details Responsibility Cost Method Outcomes Additional Add'ltlonal Total
e Direct Total Output
Visitors X Jobs
Expenditure
Arrange seed
funding to support Council Four new businesses Business
roduct i i
grr:‘:ldsl‘::dEm geveIOpment Grant of $20,000 | artmersin te}iagills?:a(iilt? zsewlce Sﬁ‘lgglr?cpeﬁeeittand
Funding P X4 ' conjunction Y employees each + Drives additional Sl R 770
repare an : .
Program expression of ¥;t:1ri§f§1§:$ d turnover of $250,000 length of stay and
interest for product allocated to rail trail yield
development
Prepare a product .
adagtion P Regional
Product . . . Tourism Board .
. information kit for L. In Kind
Adaption . and/or Visit
businesses to ) .
: Victoria
consider
Increase in revenue for
Undertake ) 10 businesses servicing
engagement with the trail. Additional
b‘lilsmesses;o $50,000 revenue per
educate an business .
f— facilitate product Regional Business
ro ucl{ packaging Tourism Board In Kind Ao e 2L
Packaging . enhancement drives N/A $500,000 $889,000
Prepare and and/or Visit .
. . additional length of
promote packages Victoria tav and vield
which respond to stay y
market need
Content/
imagery already
available. Allow Increase in revenue for
2k . 20 busi ici
GVRT Toolkit gl s s for a‘:l‘;f:(?(?i:ir:nal Regional $2,000 the trail. Additional
businesses . Tourism Board ’ '
packaging $200,000 revenue per
required to make business
it fit for purpose.
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Economic Impact
. . . p— Economic Impact Key Economic =
P t Act Detail R bilit Cost
rojec ction etails esponsibility 0s Method Outcomes Additional Add'ltlonal Total
e Direct Total Output
Visitors X Jobs
Expenditure
Will deliver increased
. Councils to yield and visitation
Township Audit commission tourism Murrindindi A (e e e with product and
and audit/gap analysis | $100,000 per and Mansfield $200000 | P00 proj experience N/A N/A N/A N/A
Revitalisation of town offering per | Shire Shires p enhancement in
LGA townships
Three
representatives Improved
. on from each . collaboration leading
. . Establish a GVRT . Mitchell, .
Effective Management Council (CEO, Murrindindi to streamlined
Governance & tourism/ N In Kind N/A messaging and N/A N/A N/A N/A
Committee of : and Mansfield .
Framework . economic . consistent and
Council Partners Shires )
development strategic approach to
manager and delivery
engineer)
Improved
collaboration
Indust o Twice yearly GRVT between industry
Grou s'y meeting of industry Management In Kind N/A leading to improved N/A N/A N/A N/A
P groups Committee visitor servicing,
experience and
product consistency
Improved
—_— collaboration
° ceepa GRVT between industry
GVRT Industry communications plan Management In Kind N/A leading to improved N/A N/A N/A N/A
Comms to engage with : L L.
. Committee visitor servicing,
industry )
experience and
product consistency
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Economic Impact

Economic Impact Key Economic

Project Action Details Responsibility Method Outcomes Additional Additional Total
: . Direct Total Output
Visitors .
Expenditure

Dissolve the visitor

servicing agreement
with Mansfield Shire
VIC
GVRT briefings at Delivery of
Visitor pehicste contemporary
Information yearly GRVT targeted visitor
Centre Information Management In Kind N/A services to support N/A N/A N/A N/A
Collaboration requests to be Committee consistent experience
forwarded to both across the length of
Mansfield and Yea the trail
VICs
GVRT phone
number to be
disbanded
Leverage from Ride Based on growth
High Country outcomes from Ride
program in years 1 - High Country Campaign
- TNty | S90S e bedon
9 eliver
Marketing complementary Bast $90k year 3 and achieved 6.2% R Albersn Total: Total:
. . Increased visitation
GVRT specific growth per annum in Yr 1: $3,223,000 16
e —— 2 cycle visitors. 6.2% perannum r
paign in years . 6.
and 3. growth p.a. applied to Increase.d awareness e D Yr 1: $463,000 Yri:2
) I and motivation to Yr2:
rail trail visitors of visit $781,184 Yr 2: $1,380,000 Yr2:7
78,774 in 2018. P.a. , Yr 3: $1,380,000 Yr3:7
Yr3:
GVRT Prepare a outcomes based on $781.184
Cooperative prospectus for Council proportion of total !
Marketing cooperative Partners economic impact (based
Program marketing on proportion of total
budget p.a.)
Council partners to Direct expenditure in Increased visitation
allocate funding for $10,000 per Council region for an event with | Increased awareness
GVRT Event attraction of an Council Partners U 1000 visitors, staying and motivation to 1,000 R R 2

event

$1,673,000

two nights.
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$8,589,199

‘ $15,132,489
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9.8 IMPLEMENTATION RESOURCE

It is acknowledged that considerable effort must be
made in the short-term to lift the performance of the
GVRT and begin to transition it from a simple asset to

a premium tourism product. To scope, facilitate and/

or implement these recommendations, a coordinated
effort will be required between the Council Partners that
is likely to be over and above current internal resource.
As such, this effort would benefit from the appointment
or contracting of a resource who is charged with
delivering some or all of these tasks on behalf of the
three Council Partners to realise plan goals in a timely
manner and ensure program accountability.
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10. THREE-YEAR MARKETING STRATEGY

In line with the recommendation noted under section 9.5, this three-year
marketing strategy has been developed with a focus on growing visitation
amongst cyclists. However, this should not detract from the multi-use nature
of the trail and efforts to communicate its availability and suitability to
other users, particularly walkers and horse riders.

10.1 AUSTRALIAN CYCLING MARKET

The North East region has commissioned significant
research into the Australian cycle market in association
with three key cycle disciplines - road cycling, mountain
biking and rail trail riding.

While only 4% of the Australian population participate
specifically in rail trail riding, 17% of Australians ride
on bike paths pointing to a far larger recreational cycle
market that can be captured for the GVRT.

This research was also used to ascertain consumer
awareness for regions around Australia associated with
rail trail riding. This research identified that the High
Country is comfortably the most considered region for
rail trail bike riding, followed by Victoria’s Goldfields and
then Adelaide and surrounds. While it is acknowledged
that the Murrindindi and Mitchell Shires do not sit
within the High Country, their physical proximity to
the region and the fact that a trail head is located

in the High Country area creates a leverageable and
competitive position for the GVRT.

Figure 34: Competitive Australian Rail Trail Destinations
Source: BDA Marketing, 2018

“Mansfield to Tallarook (Great Victoria Rail
Trail) is on the bucket list. ”

“Somewhere within 2 or so hours from
Melbourne would be ideal where I'd prefer to
make a day of it”

“l have enjoyed quite a bit of trail riding in
Victoria, especially in Bright & Beechworth”

% Victorian High Country
= - 46%

Goldfields — 31%
Gippsland — 26%

53

Figure 33: Australian Cycling Participation

Source: BDA Marketing, 2018

Participation in types of cycling
% of Aus adult population

Riding on a bike path

Road cycling

Mountain biking

Rail trail bike riding

Adelaide & Surr — 26%'
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17.0

1.4 (2.2m)

6.2 (1.2m)

39 (0.75m)

' Cairns region — 16%
-

Brisbane — 24%

Newcastle — 23%

(3.3m)

' West Coast Tasmania — 23%
s
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10.2 CONSUMER SEGMENTS

There are 750,000 cyclists who specifically identify
themselves as rail trail riders, complemented by a
further recreational cycle market of 3.3million cyclists
who ride on bike paths. Those who specifically ride rail
trails are segmented as per the following table.

a. Rail Trail Consumer Segments

Research of the rail trail market indicates that in
consists of three key consumer segments, summarised
as follows:

Segment (% of market) % Value

Cycling All-
rounders
(54%)

Rail Trail Families
(16%)

Rail Trail Only
(31%)

55%

15%
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Summary

» Mostly males under 45

« Rail trail riding one of the types of cycling enjoyed, though other
types more frequent (& generally more preferred)

« Rail trailing is for fitness, enjoying nature & doing something
different to the routine

» Take ~3 overnight trips per year on which they go Rail trailing

» More even gender spread with an average age of ~40

« Key motivations for rail trail riding are spending time with the
family & enjoying the natural environment

« Take an average no. of trips per year, but larger travel party leads
to higher spend

* 60% male, 40% female, majority below 35 years

« Rail trailing allows them to enjoy nature & try something different
whilst exercising

« Rail Trail the preferred type of cycling, though other hobbies more
important

» Fewer than average trips per year, below average spend
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These three segments are explored in more detail as
follows:

Cycling All-Rounders

Cycling All-Rounders are primarily male (67%) and aged
between 18-44 (26% aged 18-24, 33% aged 25-34 and 22%
aged 35-44).

Their main motivation for riding is fitness, however they
also use it as a way to enjoy the natural environment
and to spend time with their partners. These riders
enjoy rides that range from easy, short-distance routes
to intermediate, longer distance options. They have a
preference for scenic or sight-seeing rides that offer
several stop-offs, and 20% of them also partake in multi-
day rides.

Cycling All-Rounders have taken an average of 2.8
overnight cycling trips in the past year and spend

an average of $659 per trip. When choosing a travel
destination, the quality of the trails and surrounding
scenery is of most importance, complemented by safe
access to bike trails, bike friendly public transport and
networks of trail that link with key towns. However,
the distance to the destination is also a primary
consideration factor.

These riders participate in a broad range of cycling,
with 81% also being road cyclists and 68% mountain
bike riders, with rail trail riding just seen as another
way to enjoy their chosen activity. Rail trail riding is
seen as relaxing, a great way to experience the natural
landscape and also provides an opportunity to ride with
less experience partners and family members.

Rail Trail Families

Rail Trail Families are one of the few cycle segments
that has a fairly even male/female representation, with
riders primarily aged 35-44 (40%).

The family-based nature of this group means that it has
different motivators than most of the other segments
targeted in this plan. That is, their number one
motivation for cycling is to spend time with the family,
followed by enjoying nature and the environment.
Catering for different ride abilities, they prefer easy,
short distance rides for leisure or scenic sight-seeing
rides with multiple stops.
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Rail Trail Families have taken 2.5 overnight cycling trips
in the last year and exhibit a higher spend due to the
larger travel party, spending an average of $1,339 on
their overnight trips. When selecting a destination to go
riding in, key factors in determining destination choice
are other things to see and do in the area, quality of
trails and scenery and safe access to trails. However,
distance to the destination is also an important
consideration.

One or both of the parents in this segment are likely

to have been avid riders before having kids, and now
see rail trail riding as a great way of continuing the
activity with their children while spending quality time
outdoors. As such, Rail Trail Families also participate in
other ride disciplines, with cross-over with mountain
biking (48%) and road cycling (44%).

Rail Trail Only

Rail Trail Only riders are named after the fact that they

only ride on rail trails or similar recreational bike paths.
They exhibit no crossover with any other type of riding

like mountain biking and road cycling.

They are primarily male and aged 18-24 or 25-34 (both
29%). They ride as a way of enjoying nature and the
environment, as well as for fitness. They overwhelmingly
prefer easy, short-distance rides for leisure (63%) but
will also participate in longer intermediate rides, and
scenic rides with several stop-offs.

In the last year they have taken 1.3 overnight cycling
trips, spending an average of $683. There are several
predominant factors in their cycling destination choice
- from a trail perspective it is safe access to bike paths
and the quality of the trails and surrounding scenery;
however other things to see and do and distance to the
destination are just as important.
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b. Segment Awareness and Intention to Visit

Research provides insights into the awareness and
High Country appeal amongst the rail trail market.
Overall, this research shows that there is relatively
low awareness of the regional rail trail offering,

which includes the GVRT. However, when the offering

is presented to respondents, it is viewed as highly
appealing.

Attachment 10.2a

Figure 35: Awareness and Appeal of High Country Rail Trail Experiences

in the High Country
% Rail Trail respondents

Awareness of current RT experiences

Appeal of current RT experiences
in the High Country
% Rail Trail respondents

Rail Trail Participants Rail Trail Participants

Rail Trail Only Rail Trail Only

Cycling All-Rounders Cycling All-Rounders

Rail Trail Families Rail Trail Families

. ‘No awareness ‘High awareness

N . ‘Not at all appealing ‘Appealing — Very
— Low awareness’ — Very high awareness’

— Not very appealing’ . appealing’

Source: BDA Marketing, 2018
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The research also considered how the introduction of
the following would impact intention to visit:

Introduction of stimulus: How intention to visit
lifted by simply telling riders what was already
available in-region through the introduction of
imagery and content about the existing rail trail
offering.

Change in the offering: It then gauged how intention
to visit would improve if new services were offered
in association with the trails, like easy trail access
from townships, bike transport, great signage and
bike friendly towns.

Future concepts: The research then looked at how
the introduction of new tourism concepts, like rail
trail look-outs, installations and supporting tourism
products like wine and produce trails would impact
intention to visit.

Attachment 10.2a

Simply presenting the current offering created a lift
across all rail trail segments, however the launch of new
products - both standard services and more blue-sky
concepts - created a significant uplift in intention to
visit. This is to be expected considering that riding rail
trails is seen as part of holistic tourism experience.

Figure 36: Impact of Stimulus on Rail Trail Riding Intentions

Intention to go Rail Trail riding in the High Country in the next 2 years
% Rail Trail respondents

Rail Trail Rail Trail
Participants Only

Pre-stimulus  -16 40

Post RT Current Offer

Stimulus <13

Cycling All-Rounders Rail Trail
Families

Post High Country
Future Changes -14
Stimulus

46

-8 58

) I )
4 -7 I 49
) I )

: l )
A7 I 38 -10 46
h . :

B ‘Not at all Likely — Unlikely’ [ “Very Likely — Certain’

Source: BDA Marketing, 2018
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c. Target Segments

Rail Trail Families have the highest existing awareness
of the High Country rail trail offering and the current
trail experiences appeals to the majority of the segment
(85%). They also have the highest existing intent to

visit the High Country (equal with Rail Trail Only) and
also exhibit a positive response to marketing efforts.
The high value of this segment due to the party size,
strong alignment with both the region’s cycle and other
activity offering, and the potential to convert younger
riders to regional loyalists, ensures that this is a primary
segment for marketing efforts.

The Rail Trail Only segment specifically identifies with
this type of recreational cycling, so is a natural fit for the
GVRT. However, rail trail riding is one of many activities
that these consumers pursue, so marketing effort must
consider how to position this offering as a key tourism
driver ahead of competing interests — something that
GVRT’s position as the longest rail trail in Victoria is
well positioned to cater for. As such, Rail Trail Only
consumers are also a primary segment for the GVRT.
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Cycling All-Rounders have sound existing awareness of
the rail trail experiences available in the High Country
and the appeal of the current offering is good. However,
when presented with marketing stimulus regarding
the current rail trail offer, intention to visit does not
increase, which means that improvements to the GVRT
may be required before this segment can be effectively
engaged. As this segment participates in a range of
riding types, growth in this segment will also come by
positioning the GVRT as a hero product within a suite
of broader regional cycle experiences. As such, this is
currently considered a secondary market for the GVRT
but one that must still be targeted due its relative
market size and value.

While the travel parties associated with Cycling
All-Rounders and Rail Trail Only versus Rail Trail
Families are quite different, there are some messaging
commonalities between these segments that should
form the focus of GVRT marketing efforts:

- The GVRT is longest rail trail in Victoria that is safe
and easy to ride.

- Itis a signature cycle experience that offers access
to beautiful natural landscapes and unique pause-
points that are worth travelling for.

— The GVRT is supported by breadth of supporting
tourism experiences including great walks and food/
wine.

— Itis accessible and within close proximity to
Melbourne.
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10.3 MARKETING OBJECTIVES

The three-year objectives of the GVRT marketing
campaign are as follows:

- Toincrease awareness of the GVRT as an appealing
recreational cycle tourism experience.

- Toincrease cycle tourism visitation and yield in
association with the trail.

- To position the GVRT as the longest rail trail in
Victoria and a ‘must do’ cycle experience.

These overarching objectives should be supported by
specific annual targets that are reflective of available
marketing budget.

10.4 PRODUCT-MARKET STRATEGY

The strategic plan has ascertained that significant
product enhancement and development is required

to lift the visitor experience associated with the trail.
However, the implementation of such experiences may
take several years to come to fruition.

While trail improvements are occurring, it is
recommended that a market penetration strategy is
adopted that celebrates existing trail features amongst
existing segments. This approach will be effective in
growing market share through simply raising awareness
of the current offering - the product-market strategy
with the lowest risk.

However, as new and experiences launch, the
marketing strategy should transition to one of New
Product Development - targeting established markets
with a new range of relevant experiences. It will be
important to move into this phase as quickly as possible
considering the aforementioned impact that new
services and blue-sky concepts have on intention to
travel among key segments.

Neither a Market Development nor Diversification
approach is recommended, as there is still so
much unrealised potential within existing markets
that should be optimised before considering new
opportunities.

Figure 37: GVRT Product-Market Approach

Products
Existing Market Penetration New Product Development
Year 1 Year 2 and 3+
Take a greater share of Promote new cycle
the existing cycle market | services and trail
- through promoting experiences to drive new
,54': the current product to and repeat visitation,
fzﬁ existing segments and extend length of
stay/yield
New Market Development Diversification
Not recommended Not recommended
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10.5 TARGET MARKETS

For both the High Country and Goulburn River Valley With this in mind, the campaign should focus on
tourism regions in which the GVRT sits, the visitor growing the valuable intrastate market as it is the
market is overwhelmingly domestic, with less than largest current customer base for the region. Intrastate
1% of the market representing internationals. visitors are more likely to have some awareness

of the GVRT and experience less barriers to travel,
which means it also represents the strongest growth
opportunity. While the greatest effort will be placed

on the profitable Melbourne market, investment
throughout key regional centres will also be required to
fully leverage Victorian market opportunities.

The domestic market is also primarily intrastate for
both regions, with 79% of the High Country’s visitors
being from Victoria and 80% of Goulburn River Valley.

There is a heavy skew for Melbourne market
particularly in terms of overnight stays, however
regional Victoria is also clearly an important source
market for the trail.

High Country Goulburn River Valley

Visitor Melbourne Other VIC Melbourne Other VIC
Domestic Daytrip 29% 56% 62% 32%
Domestic Overnight 59% 19% 61% 22%
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10.6 STRATEGIC FRAMEWORK

This three-year Marketing Strategy provides the
overarching direction for GVRT marketing efforts, which
will then need to be supported by an annual marketing
plan that identifies specific program initiatives. While
these deliverables may change each year in response

to changing market trends and annual campaign
learnings, they will be guided by the following strategic
framework, which defines two key campaign phases:

a.Year One:
Regionally Led Brand Awareness

In line with the Market Penetration strategy, the first
phase of the campaign should focus on driving brand
awareness for the GVRT. Driving awareness requires
a heavy use of above the line (ATL) media - high-cost,
high-impact mass media channels that can stimulate
brand recall and recognition.

While an appropriate budget could be recommended
for this to be delivered independently by GVRT, a better
use of spend would be to increase visibility of the
GVRT within the existing regional Ride High Country
campaign, leveraging a $1.1million per year budget that
can significantly amplify local investment and existing
brand equity.

This will also ensure that awareness of the GVRT brand
grows while the product itself is being developed, laying
the foundations for the next phase which features
targeted GVRT marketing.

Complementary to this, Council Partners should invest
in a small social media campaign that leverages the
broader Ride High Country effort and continues to build
an online following specifically for GVRT.
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b. Year Two and Three:
Locally Led Product Awareness and Conversion

In years two and three, investment should be sustained
in Ride High Country marketing to ensure that the GVRT
remains front of mind with consumers as part of a
broader cycle tourism program. However, budget needs
to be allocated to an independent GVRT campaign.

In line with the Product Diversification strategy, it is
envisaged that on-the-ground improvements to the
GVRT experience will start to come to fruition in years
two and three of this strategy. These improvements —
the ‘new news’ specific to GVRT and of appeal to target
markets - should be showcased via a GVRT specific
campaign that incorporates some ATL media but
primarily employs below the line (BTL) channels.

In order to effectively reach the target market, it will
be important to translate the comprehensive segments
noted above into insightful media profiles to determine
which of these channels best speak to them, and how
their media preferences may evolve on an annual basis
in line with changing media trends.

Rather than just speaking to the mass market, these
targeted activities will be more personalised and
tailored to meet the needs of the trail’s primary
customer segments. This phase of the campaign is likely
to incorporate a strong digital component, which is a
channel perfectly positioned to carry an individualised
messaging and speak to customers via media that
appeals directly to them.

Key to Phase Two efforts will be focus on consumer
engagement and conversion, with the promotion and
uptake of new product and services being central to
the program. This means that some investment in the
capturing of new photos and videos of these assets will
be required to lead campaign efforts.
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10.7 BUDGET

The below budget reflects the minimum of what is
required to ensure that marketing efforts impact
visitation trends. As always, the greater the budget the
more significant and integrated the campaign can be,
so optimising spend is recommended where possible.

Opportunities to bolster the budget should also be
sought through working with industry, particularly in
years two and three in support of the GVRT specific

campaign, as noted in in item 9.5.

Activity Budget Annual Total

Ride High Country Buy-in $20k $30k
Digital Asset Management $5k
GVRT Social Media Campaign $5k

Two RHC Buy-in $20k $60k
Digital Asset Management $5k
Asset Capture $5k
BTL campaign $30k

Three RHC Buy-in $20k $90k
Digital Asset Management $5k
Asset Capture $5k
BTL campaign $60k
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1. ADVOCACY STRATEGY

Attachment 10.2a

Most of the recommendations within this strategy point to the need for
significant investment, which may require the support of State and Federal
funding to implement. Success in this space will come from having a clear
advocacy strategy that all Council Partners can subscribe to:

Advocacy priorities

On an annual basis (at the Committee meeting), Council
Partners must determine advocacy priorities over the
coming financial year, presumably moving through the
short to long terms priorities noted in this strategy.
These should be priorities that involve or benefit all
LGAs associated with the trail for collective impact and
action.

Council Partners should consider where smaller or
less engaging projects can be partnered with high-
profile recommendations to improve their investment
potential.

Once the priorities have been identified, a local financial
contribution to the implementation of these projects
must be determined that can be used to leverage
broader public investment.

Priority project messaging
If advocacy efforts are to be united and have impact,

then all parties must be carrying a consistent message.
This includes:

- Agreed GVRT message: GVRT is the longest rail
in Victoria and has the potential to be a hero nature-
based tourism asset for the State if
properly developed.

- Priority project message: Three simple messages

associated with the specific project:

> What: XX project has been identified as key
to driving visitor economy uplift in association
with the GVRT.

> It will cost $XX to implement with $XX already
committed at a local level.

> It will attract XX more visitors and increase
visitor spend by XX.

- Collaborative LGA message: This project will benefit
a broad range of stakeholders, supported by the
Councils, industry and communities across three
LGAs who are working collaboratively in association
with this project.
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Advocacy Targets

The Council Partners must collaboratively determine
who they need to target with their advocacy efforts, and
who will take the lead with each of these entities. This
should include relevant Ministers (particularly Regional
Development and Tourism), Regional Development
Australia, Regional Development Victoria, Regional
Partnerships, Visit Victoria and relevant regional tourism
boards. However, it may also include private sector or
philanthropic entities.

Depending on the scope of the project, some of this
advocacy work may be undertaken jointly (ie/ the three
LGAs meeting with the aforementioned Government
entities) or may form part of broader economic
development discussions undertaken by the Council
Partners independently from each other. This is where
agreed messaging is key to ensure alignment between
these efforts.

Advocacy Ambassadors

For projects of scale, it is ideal to identify some
advocacy ambassadors who can add their profile to the
effort. This may not always be possible but lends weight
to the collective voice.
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12. POTENTIAL FUNDING

The Council Partners must identify potential grant funding streams that
will assist in the implementation of key strategy recommendations. While
they may elect to submit funding applications specific to their sections of
the trail, greater success will come from collective submissions that are
seen to benefit and be supported by multiple stakeholders.

At the time of writing this strategy, limited funding Regional Tourism Infrastructure Fund
streams are available that are suited to the proposed

GVRT developments. This is reflective of potential Regional Development Victoria

organisational changes on the horizon within the Funds high value projects that activate, create or
regional development portfolio, and a Regional Tourism redevelop tourism assets that demonstrate a significant
Review that is currently underway that has largely impact on the visitor economy. In particular, the fund
suspended tourism grant funding. However, it is focuses on projects that attract increased visitors to
anticipated that this will likely change in the 2020/21 the region, increase visitor yield, deliver an improved
financial year, so Council Partners must be clear in the experience for those who visit and reside in regional
development of priorities and be ready to act when Victoria and stimulate increased private sector
Government grant funding again comes online. Some investment.

likely candidates for GVRT include:
Building Better Regions Fund

Commonwealth Department of Industry Innovation
and Science

Supports the Australian Government’s commitment to
create jobs, drive economic growth and build stronger
regional communities into the future. Two streams fund
infrastructure projects and community investments.

Regional Events Fund

Visit Victoria

Provides funding for activities that support regional
visitation. Consideration is given to a broad range of
potential impacts including visitation, expenditure,
seasonal hotel occupancy, potential to encourage
local development and economic flow on to the local
business community.
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Some alternate Government and non-government grant funding opportunities that are currently available
are noted below. While some of these are not available to LGAs specifically, alternate organisations can
auspice applications as required:

FUNDING POTENTIAL
GRANT NAME PARTNER AMOUNT PURPOSE APPLICATION
Arts Projects - Australia $10,000 to Funds a range of activities that Implementation
Organisations Council $100,000 deliver benefits to the arts sector of artistic trail
and wider public, including installations
national and international
audiences.
General Grants The Gordon Undisclosed Supports the visual arts and Implementation
Darling promotes, through public of artistic trail
Foundation institutions, access to and installations
enjoyment of all areas of the
visual arts, to the broadest
possible audience
Regional Arts Fund Regional Arts | $0 to $15,000 | Benefits regional and remote Implementation
Community Grants Victoria arts practitioners, art workers, of artistic trail
audiences and communities installations
Public sector Department $50,000 to Drives new, more effective A range of
innovation fund of Premier $400,000 solutions to complex policy and applications for
and Cabinet service delivery arrangements in co-developed
Victoria initiatives
Regional Jobs Fund Regional Undisclosed | Facilitates job creation and Could support
Development retention of existing jobs. It the development
Victoria attracts and facilitates investment | of new products/
with a focus on competitive services that
advantage or high-growth stimulate job
potential businesses and will creation
assist to diversify the regional
employment base.
Stronger Regional Regional To $50,000 Supports rural and regional Could support
Communities Development towns in attracting families a range of
Plan Small Grants Victoria and young people to live and recommendations.
Program work. It invests in community-

led initiatives and partnerships
that create or enhance the
conditions for economic growth
and build resilient, diversified and
sustainable economies.

GREAT VICTORIAN RAIL TRAIL STRATEGIC DEVELOPMENT PLAN

65

Page 66 of 67



Ordinary Meeting of Council
24 June 2020

Page 428

Attachment 10.2a

FUNDING POTENTIAL
GRANT NAME PARTNER AMOUNT PURPOSE APPLICATION

Conservation and Copland To $50,000 Awarded for the conservation, Could support
Interpretation Grants ~ Foundation research and/or interpretation the showcasing
of historic houses or gardens, or and celebration of
collections and individual pieces historic sites along
already held by an institution the trail
Regional Regional To $500,000 Harnesses key regional strengths Could support
Infrastructure Fund Development to improve Victoria’s productivity a range of
Victoria and liveability. It invests in major | larger scale
infrastructure projects that create recommendations
or enhance the conditions for
economic growth and which
build diversified and sustainable
regional economies that are
resilient to change.
Qantas Regional Qantas Undisclosed | Provides financial, flight and Could support a
Grants marketing support to community range of smaller
groups and organisations to help recommendations
further their causes and set them
up for success
Significant Sporting Sport and To $150,000 Helps sporting, community and Could be used
Events Program Recreation event organisations to deliver to secure more
Victoria significant sporting events in competitive event

Victoria

associated with
the trail
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