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ABSTRACT 

Bodega Cerro Chapeu was founded in 1976 in the extreme North of Uruguay, in the city of 
Rivera. At that time, the winery was named Castel Pujol and the property counted with vines 
only, while the wine was being produced in Montevideo, at the family’s winery Bodegas Carrau. 
The wine production in loco started in 1998, after the construction of the wine cellar that still 
exists today and the name Bodega Cerro Chapeu started to be used after the year 2000. 

The wine tourism offer has been concentrated in Montevideo’s cellar, benefiting from the 
tourists’ flow arriving in Uruguay’s capital. Rivera was not in the center of tourism investments 
until the family’s decision of splitting both operation in 2016 (officialized only in 2017).  

At that moment, tourism at Bodega Cerro Chapeu was very limited due to the lack of any family 
member or staff dedicated to tourism in Rivera, and all activities were managed from 
Montevideo. Also, different from other wineries in Uruguay or in other popular wine tourism 
destinations, Bodega Cerro Chapeu is in what had been defined as ‘remote zone’, meaning it 
had its weighty limitations in terms of location, access and supporting infrastructure.  

Saying so, the purpose of this Master Thesis was to analyze the strengths and weaknesses of 
Bodega Cerro Chapeu, as well as the opportunities and challenges faced by the company on 
the development of wine tourism in a remote zone.  

Methodology used consisted of author’s personal experience and perception, supported by 
interviews with winery’s visitors and analyses of tourist’s profile, a bibliographic research as 
well as a few comparisons with other wineries in Uruguay and Brazil, also located in ‘out-of-
the-way’ regions. 

With the decision of improving the tourism offer, a full-time trainee had been hired and this 
document also aimed to test and understand the existence of possible actions to reduce the 
‘remote zone effect’ and improve the inflow of tourism, independently of the winery’s location. 

Those actions, all developed by the trainee hired (author) encompassed not only the 
organization of visits and reception of the tourists, but went beyond. A considerable part of the 
time was used on the marketing and promotion, partnership with local players, improvement 
of winery’s online presence, development of new tours and events, and in educational sessions 
to winery’s indirect brand ambassadors – hotels, restaurants and wine shops attendants. 

Conclusion was that with only four months of dedicated work of a professional of the wine 
production and wine tourism field, the results proved to be very positive, with significant 
increase in the touristic flow, higher expenditure per client, improvement on marketing and 
social media presence, and better brand recognition. 

Keywords: Uruguay, Remote zones, Wine tourism, Infrastructure, Tourism offer 

List of abbreviations: 
EUR: Euro currency 
FTE: Full-time employee 
GDP: Gross Domestic Product 
IBGE: Instituto Brasileiro de Geografia e Estatística 
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USD: American dollar 
UY: Uruguayan pesos 
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1. INTRODUCTION 
The purpose of this Master Thesis was to analyze and discuss the challenges and the 

opportunities related with the development of wine tourism in what could be called 

remote zones, i.e., areas with difficult access to and with limited infrastructure in the 

surroundings, and understand what a winery could do in order to reduce the ‘remote 

zone effect’ and increase touristic flow, with positive financial results. 

This paper was developed based on the business case of Bodega Cerro Chapeu, in 

which author’s final internship was realized, and hypothesis and results were compared 

with other Uruguayan and Brazilian wineries, also located in zones of difficult access. 

The internship was executed from February 19th to June 16th, 2018, in Rivera, Uruguay. 

During the internship, it was possible to improve the tourism offer of the winery and 

increase the interaction with important tourism players of the region, attracting more 

clients than previously, confirming that remote zones are areas of viable wine tourism.  

In this chapter, there is a brief description of Bodega Cerro Chapeu, in addition to the 

main duties and activities executed during the internship. 

1.1 Description of the company 
Bodega Cerro Chapeu is a family owned winery, based on the North of Uruguay, in the 

city of Rivera. The winery used to belong to Vinos Finos Juan Carrau S.A. until the end 

of 2017, when the family officialized the separation into two entities: Bodegas Carrau in 

the Montevideo region and Bodega Cerro Chapeu in Rivera, which kept the wine brands 

‘Castel Pujol’, ‘Ysern’, ‘1752 Gran Tradición’, ‘Sust’, in addition to two new brands: ‘Cerro 

Chapeu Reserva’ and a new single vineyard Tannat. 

First records of vineyards of the Carrau’s family dated April 2nd, 1752, when Mr. Francisco 

Carrau Vehils bought the first vineyards of the family in Vilasar del Mar, Cataluña, Spain.   

Currently Bodega Cerro Chapeu is managed by three of the eight Carrau’s siblings’, who 

are the 9th generation of the Carrau’s winemaking family, to know: Mr. Francisco, Mrs. 

Margarita and Mrs. Gabriela Carrau. The new 10th generation is already involved in the 

daily operations, guarantying the continuity of the business. 

Bodega Cerro Chapeu has a unique status since it is considered the first bi-national 

winery ever. The 400 hectares-state is located in both Brazil and Uruguay, being divided 

by the border line (which is used as a normal highway) known as ‘Linea Divisoria’.  

There are 40 hectares of vines in the Uruguayan side, composed mainly by Tannat, 

Merlot, Cabernet Sauvignon, Muscat, Chardonnay, Sauvignon Blanc, Pinot Noir and 
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Ugni Blanc grapes, and five hectares in the Brazilian side. It counts with two wineries, 

one in each country, but the one in Brazil is not functioning. Production is around 300,000 

bottles per year. 

Bodega Cerro Chapeu is located approximately 15 kilometers from the center of Rivera, 

which can be driven in around 30 minutes. It is approximately 500 kilometers from the 

capital of Uruguay, Montevideo, and from Porto Alegre, the biggest capital city in Brazil 

closest to Cerro Chapeu, with a sizeable International airport. Currently, the International 

Airport of Rivera is not opened for commercial airlines. 

Wine tourism has been an important part of Carrau’s family activities, but historically 

focused on Montevideo cellar, due to the tourists flow in Uruguay’s capital. Rivera’s 

facility had a lower of importance in this segment, until the family’s split. 

1.2 Duties and activities during the internship 
The staff working at Bodega Cerro Chapeu during the internship was limited. This was 

because until September 2016, there were synergies between Cerro Chapeu and 

Bodegas Carrau staff. After the division, Bodega Cerro Chapeu reduced the team and 

currently every employee had more than one duty to cover the open tasks. 

Bodegas Cerro Chapeu head-office was in Montevideo and counted with a team of nine 

people, including the family members. Also, there was a team in Rivera, who took care 

of the entire property and the wine production. A total of ten full-time employee (FTE).  

Mrs. Margarita Carrau was the person responsible for the tourism, but was not based in 

Rivera, making the tour bookings and visitation more challenging. Saying so, the intern 

duty, while in Rivera, was to host clients at the winery, but mainly to support the 

company’s wine tourism project, which was in progress. These involved a significant 

number of activities, which were concisely described below. 

1.2.1 Hosting tourists 
One of the main function was to manage all the bookings, which were done via e-mail, 

calls or Whatsapp, making sure to reply to all clients and to accommodate them 

according to their preferences. In addition, hosting the tourists in the cellar, doing the 

tour, as well as the wine tasting and the wine selling at the end, were part of the function. 

1.2.2 Improvement of current tourism offer 
When internship started, there were three main offers for the tourists, all of them with the 

same cellar tour and the same kind of wine tasting (‘Cerro Chapeu’), but with different 

pairing options: cheese board, ‘empanadas’ (typical small tart from Uruguay) or full-meal 
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(lunch or dinner). Prices per person were, respectively, Uruguayan pesos (UY) 800, UY 

1000 and UY 1700, or 22 Euros (EUR), EUR 28 and EUR 50, respectively.  

With the idea of attracting more clients, likewise leveraging the winery sales of all wine 

brands, it was created two other wine tasting offers combined with the cheese board. 

The idea was to have a cheaper option, promoting at the same time their main label 

(‘Caste Pujol’) at UY 550 (EUR 16) per person and a premium offer, with old vintages 

and special wines, to attract wine experts, journalists and enthusiastic, at the price of UY 

1200 (EUR 34) per person. 

Other main activity was to develop special offers during holidays, such as Easter and 

Tourism week (March 24th to April 1st), Labor Day (May 1st) and Corpus Christi (May 31st 

to June 3rd), consisting of special meals with wines, chocolate tasting, among others.   

1.2.3 Marketing & Communication 
When not receiving tourists, one of the duties of the intern was to interact with as many 

tourism players in the region as possible. Since Rivera is a joint city with Santana do 

Livramento (Brazil), it was possible to interact with Tourism Offices, tour operators, tour 

guides, restaurants, hotels and wine shops from both countries.  

The main objective was to show to the tourism agents that Bodega Cerro Chapeu now 

counted with an exclusive FTE based in the winery in Rivera, increasing the availability 

for receiving tourists. During those encounters, idea was also to educate them about our 

standard offers and to promote the development of tailor-made packages according to 

the stakeholder’s needs.  

Another marketing activity was the creation of the new winery website. Together with 

Mrs. Pia Carrau (the person in charge of Exports and partially of Marketing) and external 

partners, the website was built from scratch, with new texts, pictures and links, making it 

friendly and easy to navigate. An important function, the online booking and payment, 

was finally implemented. 

An additional task was the development of mailings and promotion of the winery on social 

media (Facebook and Instagram). 

1.2.4 Wine education 
The last duty was to educate wine shops vendors, restaurants waiters, and hotel staff, 

based in Rivera and Santana do Livramento, about our wines and offers. Special visits 

to Bodega Cerro Chapeu and special tastings were promoted, educating the staff on how 

to sell and serve Cerro Chapeu’s wines, also incentivizing them to invite their customers 

to visit the winery (word-of-mouth concept). 
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2. PROPOSAL 
In most of the countries where wine tourism is promoted, either in the Old World 

(meaning basically Europe) or in the New World (all other countries), the figures 

specifically from this type of activity are not yet accounted or measured as a special line 

of tourism, being still considered as a complementary channel. This means that numbers 

of wine tourists and the impact of wine tourism in total Gross Domestic Product (GDP) is 

not yet easy to know.  

At the same time, it is noted that more people are interested in different types of tourism, 

called as ‘special-interest tourism’ by McKercher and Chan (2005), and wine tourism can 

be included in this category. The number of wineries opened to the public and of the 

cities and regions offering cellar visits and tastings had increased substantially.  

Another increasing feature in wine regions are the wine routes. Those routes are a result 

of a collective action of multiple actors, such as wine producers but also hotels, 

restaurants, tourism offices and others, with the objective of inviting tourists to explore 

the wines of a specific region and other wine related activities (Carrà et al., 2015). Wine 

routes work as a collective advertisement and can build or consolidate a wine region, 

promoting not only the wineries, but also the territories (Vandecandelaere, 2002). 

In the Old World, numbers from 2014 indicated that there is a total of 17 wine routes in 

France (Atout webpage), with over 10,000 wineries and 10 million tourists received. At 

the same time, Spain counted with 23 certified wine routes (ACEVIN, 2013) and Italy had 

registered 170 wine routes throughout the country, according to Camussi (2016).  

When looking at the New World, Napa Valley and Sonoma Valley in the United States 

count with over 660 wineries (Camussi, 2016). In South America, Argentina, Chile and 

Brazil had reported significant increases in terms of wine tourists and number of wineries 

opened to the public. According to Bodegas Argentinas’ webpage, the number of visitors 

to wineries increased 275% from 2004 to 2011, reaching 1.5 million tourists, and had 16 

wine routes at that moment.  

In Chile, there are a total of four wine routes and the reported number of total wine 

tourists varied from 540 thousand to 750 thousand in 2016 (Aguilar, 2016). The 

Undersecretariat of Tourism reported the first, while the market players accounted the 

latter according to the source. Aprovale (Associação dos Produtores de Vinhos Finos do 

Vale dos Vinhedos) acknowledged that the region of Vale dos Vinhedos in Brazil, 

responsible for the main number of wine tourists in the country, registered almost 416 

thousand visitors in 2017, as reported by Martini (2018). 
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In Uruguay, the Ministry of Tourism (Mintur 2018) published that in 2017 the country 

received 3.9 million tourists, generating a total income of 2.3 billion dollars (USD) or 4.3% 

of total GDP. This represented an 8.3% growth rate when compared with 2016. It is also 

an impressive number when compared with total of Uruguay’s inhabitant, close to 3.4 

million.  

Specifically about wine tourism, currently there are around 30 wineries in Uruguay 

opened to the public (15% of total wineries operating in the country), according to 

Camussi (2013) and 24 of them formed what is called ‘Uruguay Wine routes’ (Los 

Caminos del Vino) as listed in their official website. Non-officially, the wineries counted 

a total of 35 thousand visits in 2014 (Rodrigues, 2015). 

Noticing the growing importance of the wine tourism sector, the Ministry of Tourism of 

Uruguay together with INAVI developed the project called ‘El Observatorio’ (The 

Observatory), in which the objective was to gather official information and statistics about 

this activity (Tuyaré, 2017). The project was officially launched on February 2017.  

The eminent increasing of wine tourism all around the world leads to an important 

question: which factors do attract tourists to wine regions and which could stop or 

discourage them to visit those regions? 

According to Marzo and Pedraja (2009), a wine tourism offer should include, among 

others, good tourist infrastructure. Tourists would be more inclined to visit a winery close 

to capitals or important cities (e.g., Santiago in Chile or Buenos Aires in Argentina), 

and/or with relatively easy access to (e.g., Napa Valley or Veneto, both with close 

international airport, or Reims with High-Speed Train from Paris) or even wineries that 

would offer a full-package touristic service (accommodation, meals, leisure in addition to 

the wine activities). 

Getz and Brown (2006) pointed to the appealing of the destination as an aspect which 

would attract more tourists to wine regions, since it is considered an important factor 

while defining a travel destination. With this, already well-known touristic zone, which 

also offer any type of wine tourism, would have natural advantages when attracting wine 

tourists, such as Barcelona, Paris or Venice. 

On the contrary, another upward trend appointed by Sasu and Epuran (2016) is the rural 

tourism. According to the authors, areas offering unique and authentic experiences and 

landscapes would call more often the attention of tourists. In this way, mass tourism or 

regions already too much globalized and visited would be avoided by tourists. 
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So is the curiosity about rural lifestyle and the necessity of avoiding mass tourism areas 

enough to attract tourist to regions not well-known, far from the capitals, with no airports 

close by, and with limited infrastructure in the surroundings? As to speak, what is 

requested in order to call the attention of tourists to a winery in a remote zone?  

The proposal of this thesis was to identify and to understand the main challenges faced 

by a winery located in a remote zone – and Bodega Cerro Chapeu was used as business 

case - at the same time ascertaining the advantages that are appreciated by the tourists 

and which are offered by such places.  

In addition, this document described all the activities and actions developed and 

implemented during the author’s internship, and their consequently results, which 

improved the wine tourism offer and the tourists flow at Bodega Cerro Chapeu.  

For the purpose of this study, the author developed its own concept of remote zones. 

Wineries that check at least 12 of the items below are classified as remotely located.  

Table 1: Criteria to define a remote zone. 

Category Items 
A. Characteristics 

of the main city 

closest to the 

winery 

1. No airport with commercial airlines operating within 200km distance 

2. No train service (inbound or outbound) 

3. Access only by bus or car 

4. Small size (less than 150,000 inhabitants) 

5. Distance from main capitals beyond 300km 

B. Access to 

winery 

1. Only by private transportation 

2. Difficult / challenging road (e.g., unpaved, challenging on rainy days, 

bad illumination, etc.) 

3. Far from the city center (over 30 minutes driving) 

4. Bad signaling on the route 

5. Lack of mobile connection on the way 

C. Winery 

infrastructure 

1. Lack of supporting infrastructure in loco, such as  

restaurant, bar, accommodation, etc. 

2. Lack of Internet access 

3. Lack of mobile connection 

D. Surrounding 

infrastructure 

1. Restaurants/bars over 10km distant 

2. Maximum three hotels in the closest city 

3. No international hotel brand or no 4-star hotel 
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3. METHODOLOGICAL APPROACH 
For the development of this thesis, a qualitative approach and analysis was conducted, 

based in different original materials collected by the author during the internship.  

The use of qualitative method is justified, or recommended, in studies in which the topic 

is new or has not been assessed before, or current theories do not apply to the topic 

being analyzed, as explained by Morse (1991). In this context, the definition of wineries 

in remote zones, as well as the deep discussion around the challenges and opportunities 

such enterprises go through, is a totally new subject. 

According to Creswell (2003), qualitative method uses strategy based, among others, in 

case studies and field observations. The data collected comes from open-ended 

interviews, personal observations, and text and image data.  

The data used in this document came primary from author’s personal experience and 

perception while working at Bodega Cerro Chapeu, which was considered a winery in a 

remote zone according to the definition proposed here, to be discussed later on. 

To sustain and support all the observations, a survey based on 16 questions, being 12 

opened-questions, was developed (see Annex A2) and used in a sample of 35 tourists 

who paid for their visit. Interview took place from March 10th to May 15th, 2018, and the 

interviewers were invited to reply the questionnaire via e-mail, after their visit to Bodega 

Cerro Chapeu. From the 35 tourists approached, 15 responded the questionnaire (43% 

of the sample) and all of them were considered valid for the purpose of this study. 

In addition, investigative visits to wineries in Uruguay and in Brazil, which match the 

‘remote zone’ classification earlier presented, were realized. Idea was to take note of the 

positive and negative aspects from the tourist perspective and, in some cases, 

interviewed the person in charge of the tourism to understand their strategies and actions 

to attract tourists.  

To better structure the analysis of all the data collected by the means described above, 

it was used the SWOT (Strength, Weakness, Opportunity and Threat) analysis approach 

to highlight and discuss the strengths, weaknesses, opportunities and threatens of 

Bodega Cerro Chapeu in the wine tourism business.  

At the end, the results of the activities executed during the internship were presented, 

and also how they positively influenced the quantity of visitations and the winery’s brand 

and image. 
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4. DISCUSSION AND RESULTS 

4.1 Definition of remote zones 
The first step of this study was to justify the definition of Bodega Cerro Chapeu as a 

winery based in a remote zone. The winery was located within 15 kilometers from the 

center of Rivera, Uruguay. At the same time, Rivera is a border city with Santana do 

Livramento, Brazil, and the winery was approximately 17 kilometers from the city center 

of Santana do Livramento.  

Applying the items listed on Table 1 to Bodega Cerro Chapeu, considering it was almost 

equally distant from both Rivera and Santana do Livramento cities, the winery would 

check 13 items (81% of the total), as follows: 

Table 2: Application of ‘remote zones’ criteria to Bodega Cerro Chapeu. 

Category Items Bodega Cerro Chapeu 
A. 

Characteristics 

of the main city 

closest to the 

winery 

No airport with commercial 

airlines operating within 

200km distance 

There was an airport 9km from the property, 

but it was not receiving commercial airlines 

(only private jets). 

No train service (inbound 

or outbound) 

There was no train serving in neither of the 

cities. 

Access only by bus or car Yes, there was no other mean of transport. 

Small size (less than 

150,000 inhabitants) 

Rivera has an estimated population of 

64,465 inhabitants (INE, 2011), while 

Santana do Livramento has 83,324 

according to IBGE (2014). Combined, both 

are within the limits of the threshold. 

Significant distance from 

main capitals (over 300km) 

Rivera is 500km distant from Montevideo, 

while Santana do Livramento is 489km 

away from Porto Alegre. Those are the most 

important cities closer to the winery and with 

operational airports. 
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Table 2: Application of ‘remote zones’ criteria to Bodega Cerro Chapeu. 

Category Items Bodega Cerro Chapeu 
B. Access to 

winery 

Only by private 

transportation 

Yes. Access was made via own/rented car or 

private bus. Other option was by taxi. 

Difficult / challenging road From the 15km from the city center, 5km 

were in unpaved road, which was not well 

conserved. Road was particularly 

complicated in rainy days, sometimes being 

not recommended. 

Far from the city center 

(over 30 minutes driving) 

The 15 km could be driven in approximately 

30 minutes when road conditions were good. 

If coming from Santana do Livramento, it 

would be around a 35-minutes’ drive. 

Bad signaling on the route Until the unpaved road, there were no signs 

leading to the winery. In this road, there was 

a sign every 1km to indicate the way. 

Lack of mobile connection 

on the way 

There was no mobile connection on the non-

asphalted road. 

C. In the winery Lack of supporting 

infrastructure in loco, such 

as restaurant, bar, 

accommodation, etc. 

Hotels and restaurants could be found only in 

the city center of Rivera or Santana do 

Livramento, so approximately 15 km from the 

winery. 

Lack of Internet access Internet signal was very instable in the 

winery, not working properly all days. The 

only place with good internet connection was 

at the laboratory in the cellar. 

Lack of mobile connection Mobile connection was extremely instable. It 

did not work properly all the time. 

D. Surrounding 

infrastructure 

Restaurants and/or bars 

over 10km distant 

Closest restaurant or bar was 15km from the 

winery. 

Maximum three hotels in 

the closest city 

Rivera and Santana do Livramento counted 

with an important number of hotels, 

exceeding the threshold (three). 

No international hotel brand 

or no 4-star hotel 

No international hotel brand, but there was 

one 4-star hotel (Hotel Casino Rivera). 
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Three other wineries visited during the internship, which also qualified as located in 

remote zones, were used for comparison purposes throughout this paper: Bodegas 

Garzon in Uruguay, and Almadén and Cordilheira de Santana in Brazil. 

 

4.2 SWOT analyzes 
With the aim of understanding and discussing the challenges and opportunities of the 

Bodega Cerro Chapeu in wine tourism environment, a SWOT analysis method have 

been applied. Idea was to show the pros and cons of the winery, and also the 

perspectives of the tourism business in terms of threats and opportunities.  

Considering that Bodega Cerro Chapeu was strongly investing in the wine tourism as an 

income source and as a way of promoting their wines, specially the new ‘Cerro Chapeu 

Reserva’ line, the SWOT analysis can help the family to see where the company is today 

and to develop a business plan with goals, objectives, strategies and concrete actions 

towards where they want to be, as explained by Simoneaux and Stroud (2011). 

In addition, MindTools (2018) reinforced the importance of not only looking at the 

company itself, but also using the SWOT method to look at competitors and understand 

how to distinguish the wine tourism offer from other players, competing successfully in 

this market. 

Another important benefit of the SWOT analysis is the identification of the winery’s 

strengths most valued by customers. And by knowing those, Bodega Cerro Chapeu can 

better articulate its core competencies improving marketing and communication efforts 

(Simoneaux and Stroud, 2011), gaining more market. 

The SWOT analysis was done in four scopes, as follows:  

Table 3: Dimensions used for the SWOT analysis. 

Scope What it considers 

Winery’s facilities Infrastructure to receive visitors (reception, restaurant, 

accommodation, internal facilities); signaling, 

landscape, etc. 

Supporting infrastructure Routes/roads, means of transportation, surrounding 

services, etc. 

Winery’s touristic offers Products, wine routes, attractions, hospitality, etc. 

The company Broader concept beyond the winery facilities. 

Company’s team, decision making process, budget, 

marketing and communication, etc. 
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It is important to say that the analyses reported here reflected the situation when the 

internship started, at beginning of February 2018. Throughout the four-month job, a few 

aspects had changed and the results of the improvements were reported at item 4.3. 

A) Infrastructure to receive tourists 

The objective here was to analyze the infrastructure of the winery involved in the wine 

tourism activities. Other facilities not directly related to the wine tourism, such as the 

laboratory or the warehouse, were not discussed in this paper. 

 

Figure 1: SWOT analysis of the winery’s infrastructure. 

 

When looking at the direct (such as tasting room and reception desk) and indirect (public 

signalization and access to the winery, for example) infrastructure available at the winery 

to receive tourists, Bodega Cerro Chapeu counted with basic, but very comfortable 

facilities. Good house for tasting and events, beautiful landscape of a 400 hectares 

property, enough bathrooms and parking lot, and a very complete wine shop which 

accepted three currencies (UY, Brazilian reais and USD) plus credit and debit card. 

However, there was no extra service to provide to the tourists: restaurant or bar, 

accommodation, a good reception or waiting area, or good Wi-Fi connection. This was 

especially negative when compared to other wineries located also in difficult zones, such 

as Garzón in Maldonado region, at least one hour driving from main city, but with 

outstanding reception areas and restaurants, and with a hotel under construction. 

Strenght
•Guest house to host comfortably events 
and wine tastings

•Complete wine shop
•Acceptance of different payment 
methods

•Sufficient parking lot for cars and bus
•Sufficient number of bathrooms
•Rural landscape

Weakeness
•No accommodation
•No restaurant or bar
•No FTE for tourism
•No proper tourist reception
•Bad internet and mobile connection
•Bad signaling inside the winery
•Distance between vineyards, winery and 
tasting area

•Difficult access to disable people

Opportunities
•Hosting tourists at family's house
•Partnership with hotels in the city
•Partnership with restaurants in the city
•Rural tourism
•Duty free shops in Rivera

Threats
•Duty free shops in Rivera
•Wineries with more completed 
infrastructure or with easier access to

•Summer tourism at the coast zone
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Human resource was also scarce. Before this internship, there was no cellar door staff 

to receive the tourists. The arrangement of visits was complicated and tour bookings 

were more limited: visits would take place more occasionally and only in case a member 

of the Carrau family was in town. 

Other weakness of the winery was the distance between the main entrance, the facilities 

visited (cellar and tasting room) and the vineyards, all traveled by car, being the latter 

not visited due to its difficult access. In addition, the lack of inside signs indicating 

directions made it easy for tourists to get lost inside the property.  

Last was the difficult access for disable people, since the normal tour and visitation 

involved a lot of stairs (no elevator was provided) and the facilities in the tasting area 

were not designed for this type of client.  

On the other hand, Bodega Cerro Chapeu counted with the privilege of providing an 

authentic rural tourism experience, since tourists were surrounded by hectares of 

genuine ‘Pampa’ landscape (typical from the area). They were also received in the 

family’s property - all constructions kept original - sometimes even by the owners. Those 

were involvements that differentiated the winery and were used to attract tourists, since 

people are looking for authentic experiences, not being satisfied anymore with the low 

cost and high-quantity experience, as mentioned by Ram, Bjork and Weidelfeld (2016).  

And although the winery did not count with accommodation or restaurant facilities, the 

cities of Rivera and Santana do Livramento counted with an expressive net of eating 

places and rooms. This created an opportunity for Bodega Cerro Chapeu to develop 

partnerships with hotels and food providers, generating positive economic results for 

both sides, avoiding massive investments from the winery to fulfill clients’ needs in loco. 

An important tourism player of Rivera was the Duty Free shops. Those were the main 

tourist attractors of the region, being considered an indirect partner of Bodega Cerro 

Chapeu, which would receive and host the shops’ tourists. However, they could also be 

seen as a threat, playing as the winery’s main competitors. 

Other threats of Bodega Cerro Chapeu would be wineries with easier access to, or 

wineries with more complete infrastructure. Uruguayan wine producers from Canelones 

or Maldonado were strong competitors considering these two regions were much more 

explored by tourists than the North of the country. 

And to finalize, there was the competition with the main touristic area of Uruguay: the 

coastal zone. Punta del Este and other close by beach areas were the main destinations 

during summer season, all located in the South of the country. 
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B) Supporting infrastructure 

 

Figure 2: SWOT analysis of the winery’s surroundings. 

In terms of the surrounding infrastructure, meaning external aspects and set-up to 

support the wine tourism activities of Bodega Cerro Chapeu, it is possible to say that the 

relatively proximity to the cities of Rivera or Santana do Livramento (15 and 17km, 

respectively) was a strength to the winery. 67% of the interviewers considered the winery 

relatively integrated to the city and 90% of those explained the Bodega was out of the 

city, but only a few kilometers distant (Annex 3, tables A3-10 and A3-11). 

Having a winery close-by could also be an advantage to Bodega Cerro Chapeu. Viñas 

del 636, the only competitor, was located just 7km from Cerro Chapeu, which means the 

company could capture the tourists visiting it. One opportunity that derives from this 

advantage is partnering with the competitor and promoting joint events. 

In terms of weaknesses, the lack of basic infrastructure to reach the winery was the main 

challenge. Unpaved road, which became inaccessible in rainy days, and the absence of 

public transportation were the main debilities of Bodega Cerro Chapeu.  

Limited connectivity, meaning very unstable Wi-Fi and mobile connection, likewise was 

considered a frailty of the winery. Considering tourists use every day more and more live 

social media to share pictures and insights, good connection was crucial: for tourists to 

post and for the winery to get free publicity. In addition, bad mobile connection equally 

affected the services provided to the clients through the difficulty in using credit card 

machine and the impossibility of generating electronic invoices to customer.  

Strenght
•Relatively close to the city center
•Close-by winery

Weakeness
•No paved road
•Limited ways of transportation
•Limited connectivity
•Driving distance to major cities
•Bad signaling from the city to the winery
•Communication / Webpage

Opportunities
•Road pavement
•Re-opening of international airport
•Working with local players
•Wine center
•Restaurants and bars in the city
•Support from public Government

Threats
•Public decision: airport functioning and 
roads improvement

•Deterioration of current roads



14 
 

To add, the driving distance from main capitals (Montevideo and Porto Alegre), where 

the closest international airports were located, was significant and could be considered 

a weakness of the winery. This factor could refrain the visit of tourists coming from areas 

further out of the axis Montevideo – Rivera – Porto Alegre. From the 15 tourists 

interviewed, four were from cities out of this axis. 

Although distance could be a limitation factor, statistics from the interviewed visitors 

showed that 47% of the total tourists who visited the Bodega came from cities with a 

distance over 300km from the winery, and that 40% (or 86% of those who travelled over 

300km) came even from cities distant 500km or more (Annex A3, table A3-3).  

Further analyses, maybe through a more in-depth interview with visitors, could better 

elucidate if distance, in the end, is a positive or negative aspect for the winery from the 

point of view of the tourists’ attraction. 

Not only was the distance a challenge, but the access to the winery was not easy as 

well. While there was only one official way to get to Bodega Cerro Chapeu, some 

interviewed tourists mentioned that GPS guided them through an alternative road, in 

worse conditions. Three interviewers got lost and other four tourists (not interviewed) 

could not reach the winery. 

The difficulty to reach the winery was the most cited disadvantage of Bodega Cerro 

Chapeu, according to the questioned visitors, as shown in Graphic 1 below: 

 
Graphic 1: Opened answers to the question “What are the disadvantages of Bodega Cerro Chapeu”. 

The Uruguayan government, in addition, did not facilitate the use of public signs on the 

roads. It is legally forbidden to have a public sign with any private company name, so to 

avoid publicity to the private sector. The only indication permitted is a general ‘Bodega’ 
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sign on the road, located a few meters before the closest entrance to the winery (Annex 

A1, picture A6). In the case of Cerro Chapeu, this sign was located 7km from winery’s 

entrance, on the paved road, which did not facilitate the access. No other signs to 

Bodega Cerro Chapeu could be found in neither close-by cities.  

Linked with signaling was the problem with the overall communication between winery 

and its current and potential visitor. After the division of the family into two companies, 

Bodega Cerro Chapeu made an official release to the current clients (wine buyers) 

informing about the new brand and new business. However, it was pending the 

development of a communication to the new and prospect customers, including tourists. 

It was common to hear tourists, as well as distributors or tourism stakeholders, mistaking 

one company by the other (Bodegas Carrau vs Bodega Cerro Chapeu) due to the habit 

of using the old brand name and due to the lack of online information.  

In terms of opportunities, the dense offer of hotels and restaurants in both Rivera and 

Santana do Livramento was definitely important for Bodega Cerro Chapeu. Although the 

winery did not offer rooms or meals in loco, it was easy for the tourists to accommodate 

a visit before or after lunch, and to move to and from their hotels. 

The possibility of re-opening the international airport of Rivera to commercial airlines (El 

Observador, 2017; Montevideo Portal, 2016) could be a good opportunity for increasing 

the tourism inflow to the city and, consequently, to the winery. In addition, the way from 

airport to the city passes by the current sign made by Bodega Cerro Chapeu, indicating 

the winery’s entrance, which would directly increase the brand’s visibility. The normal 

functioning of the airport would definitely minimize the ‘remote zones’ effect. 

Working on educating local players, including duty-free vendors, hotel receptionists, 

waiters, tourism offices and others, was another crucial point for the improvement of the 

wine tourism activity. During the internship, it was clear how little local people knew about 

the winery. 53% of the tourist interviewed were not aware of the existence of the Bodega 

Cerro Chapeu before visiting (Annex A3, table A3-6) and only 11.5% of total visitors were 

from Rivera or Livramento.  

Partnering with local suppliers, such as transportation companies, tour operators, hotels 

and restaurants could increase the inflow of tourists and create a win-win situation, in 

which all players are beneficiated. There was limited official tours and packages offered 

by a few external players to Bodega Cerro Chapeu, with room for growing significantly. 

Expanding this concept of partnership, the winery could have an important role in 

changing the wine culture of the region. The creation of a wine center, with a mix of wines 
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of the region, like the concept of Maison du Vin in Bordeaux (Bordeaux Wine Trip) or the 

tasting rooms of Viniportugal (Viniportugal) in Portugal, together with other private and 

public partners of the North of Uruguay, would begin to root the wine culture in the region 

and its inhabitants.  

However, the conception of the wine center, as well as the opening of the airport and the 

roads improvements, were all depended on public sector decisions. The dependence on 

public sector for improvement on wine tourism could be seen as a threat. 

On the other side, it should be mentioned that Government entities, such as regional 

Secretariat of Tourism and the Municipalities, would occasionally send journalists, 

foreign tourism actors, among others, to visit and promote Bodega Cerro Chapeu. 

C) Winery’s touristic offer 

 

Figure 3: SWOT analysis of the winery’s tourist offer. 

Located far from main capitals or traditional touristic zones, such as Montevideo, Punta 

del Este or Colonia in Uruguay, or Porto Alegre in Brazil, the winery attracted a specific 

niche of people who look for rural experiences, willing to escape from big cities, 

searching for calmness, and to get to know the rural lifestyle. The peacefulness and 

tranquility of the place was considered a positive aspect by the tourists.  

It also attracted people looking for some of the most well-known wines of the family, as 

Carrau’s family produces many awarded wines, including one spotted in Beckett’s (2012) 

book. All wines were offered in the wine shop, including old vintages, very appreciated 

Strenght
•Rural tourism
•Hospitality
•Awarded wines
•Long family history - old vintages cellar
•Production method - sustainability
•Events for private groups
•Caminos del Vino

Weakeness
•Only one type of tour available
•No visits to the vineyard
•Far from traditional wine route
•Far from traditional Uruguayan touristic 
zones

•No transportation provided

Opportunities
•Attract elderly public
•Explore new activities beyond wine 
tasting

•Educate the local players
•Partner with local sectors
•Shopping tourists interest in new tourism

Threats
•Duty Free shops in Rivera
•Profile of the tourists of the region
•Lack of wine culture in the region
•Lack of knowledge of local players
•Limited number of wineries in the region
•Weather conditions
•Zero alcohol law (2015)
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by wine experts and wine lovers. There was also a special cellar only with old vintages, 

which was much appreciated by such public. 

The winery provided a high-level service in terms of hospitality and wine education. 

Different from many competitors, such as Bodega Garzon and Cordilheira de Santana, 

Bodega Cerro Chapeu counted with a long family history and tradition in winemaking 

and wine tourism. All these aspects were valued by the clients and differentiated the 

winery. This can be noted in the reviews made in TripAdvisor webpage since 2017 and 

on the interviews done with clients after their visits. 

Results of the interviewed revealed that 33% classified the wine production method of 

the winery as an advantage and a differentiator (Graphic 2). The design of the Bodega 

was conceived, in 1998, to make the winemaking process as sustainable as possible. 

One example was the use of gravity during the vinification, with the aim of reducing the 

usage of resources (mainly energy and water) and to affect as little as possible the grape 

integrity and, consequently, its quality, a very innovative concept during that time.  

 
Graphic 2: Opened answers to the question “What are the advantages of Bodega Cerro Chapeu”. 

Another strength of Bodega Cerro Chapeu was the offer of special events on top of the 

traditional tours described on item 1.2.2, such as wine festivals, picnics and packages 

for private groups. Those would occur mainly during Uruguayan or Brazilian holidays. 

One more aspect considered an advantage was winery’s participation as an official 

member of Los Caminos del Vino association, the first and only Uruguayan national wine 

route. The benefit offered by the association was a website which consolidated the 

contacts of the wineries and offered support to the clients. It did not sell tours directly. 

Moving from strengths to weaknesses, it was noted that the company provided officially 

only one tour option, which started with a visit to the winery facilities, followed by only 
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one wine tasting option at the main house. The only choice available was between a 

cheese board and Uruguayan ‘empanadas’ to pair with the wines. The segmentation was 

done informally and for group’s visit only, and depending on the group profile and size, 

Bodega Cerro Chapeu would adjust the tours. 

Another weakness of their tours was the lack of visitation to the vineyards. Since 

logistically the vine’s visit was not easy due to the distance and the internal winery road 

conditions, it was incorporated occasionally only to groups visit.  

Distance from other wineries members of the Uruguayan wine route, as well as from the 

traditional Uruguayan touristic zones could be considered a debility of Cerro Chapeu. 

Although a member of Los Caminos de Vino, Cerro Chapeu was the only winery in the 

North of the country, while the rest are in the three most famous wine regions: Colonia 

(Southwest region), Canelones (South) and Maldonado (Southeast). 

And is also in the South where the main touristic zones of Uruguay are located: city of 

Colonia (Southwest), capital Montevideo and Piriápolis (South), and coastal zone of 

Punta del Este (Southeast), as reported by Universia Uruguay (2017). 

In order to minimize the distance weight, which also contributed to the remote zone effect 

suffered by Bodega Cerro Chapeu, winery could offer transportation from Rivera and 

Santana do Livramento to their facilities, and even partner with transportation companies 

to bring tourists from the South, but this service was not yet provided. 

In terms of opportunities, there was the development of a variety of activities and events 

that could be organized in their facilities. To start, Bodega Cerro Chapeu should work on 

their client segmentation and develop special tours and tastings for different clientele. 

For example, adapt and limit the tour to the winery for the elderly people and focus on 

activities that require less walking and more sitting and relaxing.  

To follow, it could be possible to develop wine experiences according to the interest and 

know-how of each customer. Offer a more basic tasting for those who do not appreciate 

wine as much, and premium tastings, with special wine labels and old vintages, for wine 

lovers and experts, including journalists, sommeliers, oenologists, etc. 

In addition, activities outside the winery and closer to the city center would generate 

benefits to Bodega Cerro Chapeu. Developing common activities with local restaurants, 

hotels and duty-free shops would increase the visibility of the brand, instigating clients to 

visit the winery.  
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As mentioned by Getz and Brown (2006), knowing the profile of the tourist is key in the 

design of products and services. It is vital to build beyond mere punctual visits to the 

cellar and create festivals and special events, generate activities in specialized 

gastronomic spaces and revalue regional culture, all this to develop a strong image of 

the wine of the area.  

As the main threats to the positive development of the wine tourism in the region was 

the profile of the current tourists of Rivera. Although the city attracts a considerable 

number of tourists every year, which is around 20,000 per week according to Consorcio 

Suma+ (2011), the profile of tourists is very peculiar. Same source analyzed the Brazilian 

tourists from Rio Grande do Sul and concluded the city was basically visited for shopping 

and its tourists were very different from the average of Brazilians registered in the 

Uruguayan statistics of receptive tourism. On average, visitors travelled a little over five 

hours round trip, and experienced an average stay of less than 1.5 days. Very few 

remained more than two days. 75% of their total expenditure was in duty-free stores and 

an additional 18% in purchases in other types of Uruguayan stores. 

On the other side, Consorcio Suma + (2011) also highlighted that some percentage of 

these particular tourists were opened to other types of tourism, naming mainly thermal 

water and wineries visits. 18% of total interviewers by the source indicated they would 

visit a winery if the tour value was below USD 50. In this sense, duty-free shops can be 

seen as competitors, but also as attractors to tourists opened to other types of visits.  

Normally, competitors are seeing as threats to most of the business. In the case of Cerro 

Chapeu, the reduced number of wineries based in both Rivera and Santana do 

Livramento could be seeing as a threat. The higher the number of wineries, the higher is 

the chance of receiving specialized wine tourists. Chances of changing the profile of the 

tourists would increase if there were more wine activities in the region. 

Weather could also be seen as a threat to the development of wine tourism. According 

to Carrau’s family, the number of wine purchased varies considerably according to the 

weather: the colder, the more wine distributors and retailers buy. This could be a threat 

also for wine tourism: not only people would prefer to go to coast zones during summer 

season, but would also reduce their wine consumption and, probably, their interest in 

visiting wineries. 

While there were no official statistics or studies about the correlation between visits to 

wine regions and weather conditions, the reduction of wine sales could be an indicator 

that weather should be listed under possible pressures to Bodega Cerro Chapeu. Again, 
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develop attractive experiences in the winery or explore new activities outside it could be 

crucial to overcome this threat.   

Lastly, an important threat to wine tourism in Uruguay, in general, was the modification 

of Law 18.191, changing the blood alcohol tolerance of any motor vehicle driver to zero 

(Poder Legislativo de la República Oriental del Uruguay, 2015). After that, it was noted 

the increase of visitors to Bodega Cerro Chapeu avoiding drinking wine. Although there 

were no figures about the impact of such law, it could impede visitors to wine cellars.  

D) The company 

 

 
Figure 4: SWOT analysis of the company Bodega Cerro Chapeu. 

The last scope of the SWOT analyses was done on the internal aspect of Bodega Cerro 

Chapeu, analyzing the management of the company, the decision-making process, the 

staff organization, among others. 

As a positive aspect of the company was first, the strength of the family’s name. Carrau 

family has a long history and tradition in winemaking and its wines are recognized not 

only in Uruguay but internationally. To have a strong brand was important in terms of 

attracting tourists and opening possibilities for partnerships. 

Resources, especially financial, are crucial for the proper development of wine tourism 

(or any other activity). The wine tourism development counted with financial aid from 

National Development Agency (ANDE) through “Experiencia Cerro Chapeu Aromas y 

Sabores” project, in Uruguay, and technical support from Brazilian Service to Support 

Micro and Small Enterprises (Sebrae), in Brazil. Both entities were important to backing 

and to push the development of company’s wine tourism activities. However, funds were 

Strenght
•Strong family brand
•Supporting projects

Weakeness
•New brand
•Lack of resources
•Slow decision making process
•Lack of focus on marketing and media
•Recent online presence
•Physical distance from daily activities

Opportunities
•New generation
•New brand

Threats
•Bodegas Carrau brand
•Financial crises / weak currency



21 
 

limited and only available for wine tourism, not for any other activity including the 

development of new brand, new wines, or any others.  

However, even with supports indicated, there were not enough funds and resources to 

execute all that was needed to lift the wine tourism, one of the main weakness of the 

Bodega. Resources to develop new webpage, new wine labels, merchandising products, 

to market/publicize, and to attend the needs of current clients, were the most urgent.  

The decision-making process was also a challenging aspect. The time for a decision to 

be taken was high, especially for a company that needed to develop its new brand as 

fast as possible. Few examples of simple actions or decisions, in the tourism arena, that 

took too long: development of internal signs (not finished until the conclusion of this 

paper); cancelation policy of the tours pre-paid; creation of merchandising material and 

online publicity for special events, leaving a very short period to promote them. 

The reason for the difficulties in promotion, apart from the slow decision-making, was the 

absence of a dedicated FTE, expert in marketing, to develop, prepare and release the 

communication and publicity material with regards to wine tourism. This resource could 

also fit the spot of a Public Relations staff, developing all the official communication, 

talking to the journalists, answering public questions, among others. 

Under the same topic was the challenge of the development of the new website, as well 

as the social media platforms. The design of Bodega Cerro Chapeu’s website was 

outsourced and, due to the lack of internal know-how on this area, took too long to be 

developed and was still under development by the end of this internship.  

Webpages are not composed only by the pictures and information seen by the client, but 

by a lot of background work to attract as many visitors as possible and to be search 

engine-friendly (Fishkin, 2015). Winery’s online page did not focus on using SEO (search 

engine optimization) tools, nor used paid techniques to better perform in the searching 

tools. Those are the best ways to capture relevant traffic from the web.  

In terms of social media, the role of updating and posting was done casually by some of 

the family members, with no formal strategy in terms of objective of the publications, 

frequency, material, target audience, among others.  

And the last fragility of Bodega Cerro Chapeu was the distance between the decision 

makers (Montevideo) and the daily wine tourism activities (Rivera). Before the start of 

this internship, there was no FTE based in Rivera and all the tours and booking were 

organized from Montevideo. The absence of a family member present on the daily 
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activities in the winery resulted in slow development of the wine tourism and a poorer 

service provided to the tourists (less frequent and more complicated booking). 

Moving to the opportunities, having the Carrau’s new generation stepping over was a 

positive characteristic of the company. Not only it was a guarantee of business continuity, 

but the new generation is normally “more ambitious, more open-minded, and arguably 

better prepared than any of those that have preceded it” (PwC, 2016). During such a 

delicate moment of the development of a new brand, the opportunity of having new ideas, 

new staff, and new ‘fresh blood’ to the company was definitely beneficial.  

Although the development of a new brand was a challenge for the company, it could 

similarly be seen as an opportunity to change and do new things, develop new products, 

create new processes, build new communication and even acquire more clients than 

before (increase market share). The opportunity to revamp the wine tourism strategy was 

an important juncture for the family to outstand in the wine tourism segment.  

To finalize, the main threatens were the new competitor, Bodegas Carrau, and the 

important part of the company’s income coming from international market, mainly Brazil.  

The first, Bodegas Carrau kept the family name and brand, which has been in the market 

for over 40 years and was well-known in Uruguay and internationally. Carrau is a strong 

and consolidated brand, been extremely easy to see clients and partners referring to 

Cerro Chapeu as Carrau, since people are used to know it as Carrau. It takes an 

important amount of time and effort to change a habit. 

The latter referred to the fact that around 52% of the tourists visiting Bodega Cerro 

Chapeu, during the internship, were foreign. Most of them paid for the visit and for the 

wines in either USD or Brazilian reais. To have almost 100% of the costs in Uruguayan 

pesos and partial income in other currencies could be financially dangerous to the 

company. A financial crisis or a strong currency devaluation could put the company 

stability in jeopardize, as well as the wine exportation.   

 

4.3 Improvements 
Considering the discussion points presented in item 4.2, there were many improvements 

to be executed in order to reduce the ‘remote zone effect’ and move the wine tourism 

offer of Bodega Cerro Chapeu to the next level. 

However, due to time and resources limitation, during this four-months internship only 

some of the weaknesses mentioned above were tackled, as well as the opportunities 

described.  
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As already mentioned, before the start of this internship there was no employee based 

in Rivera and fully dedicated to the development of wine tourism activities. The function 

was shared by three people: enologist based in Rivera, staff from finance in Montevideo, 

and the owner Mrs. Margarita Carrau, travelling between Montevideo and Rivera. 

The hiring of an intern dedicated to wine tourism, with experience and expertise on the 

wine field, including sommellerie, enology and tourism, was definitely an important mark 

for the winery. All the direct (booking, tour, wine tasting) and indirect (communication, 

promotion, branding, etc.) activities related to tourism could be executed in loco, and by 

a professional in the segment. 

The presence of an expert FTE made possible the development and improvement of the 

following aspects, which are described later: 

- Increase the visitation frequency in the winery and overall expenditure; 

- Creation of a detailed tourist flow control; 

- Development of new wine tours package and wine events; 

- Improvement of the service offered in the winery; 

- Follow-up with tourists after visit; 

- Improvement of partnerships with players from Rivera and Santana do 

Livramento; 

- Upgrading on the speed and quality of the communication with clients; 

- Enhancement of webpage and social media presence; 

- Development of a standard ‘Wine tourism procedure’ document and training of 

succession wine tourism team. 

In the end, all those activities had a common objective: reduce the ‘remote zone effect’ 

and create a strong brand of wine tourism in the North of Uruguay. 

4.3.1 Frequency of visitors 
First positive impact perceived as a result of a dedicated wine tourism employee at 

Bodega Cerro Chapeu was the number of total visitors. To have a local staff full time 

available for attending and replying to clients’ request (via e-mail, phone and webpage) 

and available to receive tourists almost every day proved to be the right strategy for the 

winery. 

From September 16th, 2016 to October 28th, 2017, Cerro Chapeu received 563 tourists 

according to the data provided by Mrs. Margarita Carrau, representing an average of 

41.5 people per month.  
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As of comparison, from February 26th to May 15th, 2018, the winery received 174 visitors, 

meaning an average of 66.9 clients per month. Overall, results in number of visitors 

improved 61%. When comparing specifically the period of end of February to mid-May, 

between 2017 and 2018, total number of visitors increased 77.5% in 2018. 

The amount spent per client in 2018 increased 11.4%, not following the same growth 

rate as of the number of visitors. Due to confidentiality issues, numbers could not be 

disclosed. 

The reason for the lower increase in revenue could be the differentiation on the types of 

visits offered. In 2016-2017 period, there were 17 special events created for groups of 

11 people or more (an average of 1.3 events per month). At those occasions, such as 

lunch and wine festivals, the price per tourist was usually higher than regular visitation 

prices. In 2018, there were only three special events in less than four months (less than 

one per month), but more often regular visitations with lower ticket prices. 

4.3.2 Products and services 
As a complement of the survey developed and applied on some tourists, it was created 

a detailed control of the tourists’ flow and profile. The control included the number of 

tourists per day; if they paid or were invited; their origin; who recommended the visit; 

what wines they bought; how much they spent; and their main contacts (e-mail and 

phone number, basically).  

Idea was to develop key indicators to monitor the evolution of tourists’ inflow and 

expenditure, creating a database for future investigation, and to understand the profile 

of the tourists. The analysis of this data will allow the winery to better segment their 

clients and work on the future improvement of current products and services. 

Although this information was not available when the internship started, one of the first 

actions was the development of different types of tours and wine tasting. From one 

official standard tasting, the company moved to three.  

One for clients with none or low knowledge about wine and/or concerned about tours 

price. The tour was called ‘Wine Experience Castel Pujol’ and offered three of the 

entrance level wines for tasting at a price of EUR 22. 

Second option was the one already been provided, renamed to ‘Wine Experience Cerro 

Chapeu’, which offered four Cerro Chapeu Reserve wines for tasting for EUR 28. And 

the third developed for experts and wine lovers, called ‘Wine Experience Vintage’, which 

offered five wines, being two Cerro Chapeu Reserve, two Grand Reserve and one old 
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vintage, for EUR 50. All the four offers included a complete visit to the winery facilities 

and a cheese board to pair with wines tasted. 

According to Camussi (2013), to attract clients and satisfy their needs, the company 

should never offer only a single product or service. By doing so, the corporation keeps a 

significant quantity of potential clients out of their scope, since one product does not fit 

all needs. However, designing a product for each client is almost impossible, and the 

segmentation of consumers in homogeneous groups is presented as the valid 

alternative. This was the intention while creating four tour packages for different groups 

of wine tourists. 

Different wine events were also created for the tourists coming to the region during 

Brazilian and Uruguayan holidays, such as special tour packages for Easter (with the 

offer of wine pairing with chocolates), Labor Day (special relaxing outdoor picnic) and 

Corpus Christ (lamb barbecue paired with Tannat wines). 

The development of different and innovative cellar door activities, as indicated by Dodd 

(1995), can be an effective tool to build brand loyalty, to make customers try different 

products of the wineries (such as different wine vintages or new wine brands) and to get 

marketing intelligence at low cost, but only if the company catalogs all the information 

acquired during those events.  

In addition to new tours and events, service provided likewise improved: new temporary 

location signs made by the author were installed inside the property, facilitating the transit 

of tourists; tours were provided in three languages with proficiency (English, Spanish and 

Portuguese); improvements in the wine shops were made (products with price tags, and 

foreign exchange rate clearly indicated to the clients), as well as the design of special 

wine sales and free gifts to the clients (like wine cork keychain). 

The creation of an after-visit procedure was introduced (but not yet concluded) to engage 

with clients once they leave the winery. With the new clients’ database, which also 

counted with the tourist’s contacts, Bodega Cerro Chapeu started to reach the clients 

after the visit, asking for feedback and encouraging customers to leave their evaluations 

in the main online tools: Tripadvisor and Facebook. 

Similarly, the purpose of the after-visit contact was to create a relationship with the 

tourists, encouraging future visit and/or future wine purchases. As brought up by Kunc 

(2008), “to promote return visits, it is essential that management engage in relationship 

marketing after a visit”. Use the database developed, which contained clients’ purchase 
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behavior, could be an essential tool for the construction of special wine sales and visits 

campaign.  

4.3.3 Partnerships 
As previously mentioned, Bodegas Carrau was a company well established and known 

in both cities of Rivera and Santana do Livramento. During the time of the split into two 

companies, according to Mrs. Margarita Carrau, the time invested in Rivera was reduced 

due to other internal demands. Those activities were reestablished after the creation of 

the new brand. 

Keeping the relationship with different tourism stakeholders (hotels, restaurants, tourism 

offices, among others), developing new partnerships and maintaining the recognition of 

the brand locally were all temporarily left aside. 

With the presence of an FTE in Rivera, relationships from the past were strengthen and 

new partnerships were created. To cite a few examples of what the company managed 

to achieve in less than four months were: partnership with Viña 636 to develop combined 

tours (not yet executed); presence of Bodega Cerro Chapeu in all the meetings invoked 

by tourism public entities; distribution of printed material in the four tourism offices and 

main hotels of the region; and training sessions for partners’ staff, such as duty-free 

shops, small food & beverage shops, restaurants, and hotels.  

4.3.4 Communication & Media 
Before hiring an intern for wine tourism, the marketing and communication function was 

managed by three staff based in Montevideo: one from Export department, the owner, 

Mrs. Margarita Carrau, and her assistance for tourism activities. The time dedicated to 

reply to all customer’s request arriving by e-mail or webpage was limited, and replies 

were slow. 

Then, the role of attending all client’s request was transfer to the intern, devoting a part 

of the daily activities to check e-mails, Facebook, Instagram and Whatsapp messages, 

and to reply to all requests. Also, the company mobile phone number dedicated for 

tourism was transfer to the same staff. 

Communication was much faster and smoother with clients, and in three languages with 

proficiency (Portuguese, Spanish and English). During the internship period, there was 

no registered complains about the winery’s interactions with customer or potential clients. 

Looking at the online field, most immediate activity during the internship was to finalize 

the Bodega Cerro Chapeu’s new webpage and improve its social media presence.  
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After the business division, the winery developed a temporary page before the creation 

of Cerro Chapeu brand. It was the Castel Pujol homepage, which was company’s most 

popular wine brand. However, the idea has always been to create a new page for Bodega 

Cerro Chapeu to present the new wines and start selling the wine tours. 

Part of the internship job was to develop the content of the new Cerro Chapeu webpage 

and to work with its developer, since there was no website expert inside the company. 

Therefore, as of the conclusion of this paper, Bodega Cerro Chapeu counted with an up-

to-date page, with modern style, where clients could get information about all their wines, 

tours and visits, and the recent events. In addition, tours and events tickets could be 

bought online, a tool not used before. 

Another important online and marketing tool is the social media. Bodega Cerro Chapeu 

used specifically Facebook and Instagram. Many studies and articles indicated that the 

correct use of social media can be the best marketing tool for business. DeMers (2014) 

named some of the ways social media, when managed right, can improve business: 

increase brand recognition, improve brand loyalty, increase inbound traffic, decrease 

marketing costs, and improve ranking positions in search engines, among other. 

During author’s work, company’s profile on Facebook (which was new) has been 

updated, new events were created and interaction with customers was almost on real 

time. On Instagram, the frequency of posting increased and interaction with clients was 

also possible through this tool.  

TripAdvisor is likewise an important ranking tool for tourism. It is the largest review site 

on the planet with over 50 million reviews (MGHWorld.net, 2018). According to 

ReviewPro (2015), 96% of TripAdvisor users consider reading reviews an important part 

before planning any trip. With so, value of successful online reputation is crucial for 

tourism players and can contribute to a positive impact on revenue.  

However, companies listed on TripAdvisor cannot legally change the ranking results. The 

best way of improving ranking position is by offering a very good – if not outstanding – 

service and asking for clients to provide their review after their visit or stay. 

The results of the improvement of the products and services provided by Bodega Cerro 

Chapeu, as well as the time and resource invested in the enhancement of the social 

media, are as follows: 
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Facebook 

- Increase of 51% on the number of clients’ reviews. Total reviews grew from 41 in 

December 2017 to 62 as of May 25th 2018 (Facebook). 100% of the qualifications were 

five stars, which equals to ‘excellent’ rating. 

- 124% increase in ‘likes’ at Bodega Cerro Chapeu page. From 450 ‘likes’ at the end of 

January 2018 to 1,006 until May 25th 2018. 

- Number of followers grew from 368 by February 1st 2018 to 1,018 as of May 25th 2018, 

an increase of 177%. 

 

Tripadvisor: 

- Last client evaluation, before the beginning of this internship, was made in December 

2017. Since then, winery added four new evaluations, which represented an increase of 

36%. 

- Bodega Cerro Chapeu is the only activity listed in the rank with 100% five stars 

(‘excellent’) evaluations.  

- The combination of both previous items converted Bodega Cerro Chapeu on the 3rd 

place at ‘what to do in Rivera’ list as of May 25th. Until February 2018, winery ranked 8th 

(Tripadvisor). 

4.3.5 Internal processes 
With regards to company internal processes and functioning, there was improvement on 

the standardization of the wine tourism procedures, thinking ahead on the succession of 

the area after the end of the internship. 

As a result, it was developed the ‘Wine tourism procedure’ document, available in 

Portuguese and Spanish, as a guiding tool for the new staff on what to do and how to 

better organize and prepare for the visits and events. In addition, author trained the two 

employees hired in May 2018 to be her successors. 
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5. CONCLUSION 
Bodega Cerro Chapeu, a rural and family owned winery, could be classified as located 

in what was called ‘remote zone’: far from main capitals, not based in a wine touristic 

zone, with poor supporting infrastructure, but still located close to two small municipalities 

that combined formed one single city. 

Winery had 20 years of history of wine production in loco, but few years in offering wine 

tourism activities. There was never a staff dedicated exclusively to tourism, based in the 

winery in Rivera. After a family split, Bodega Cerro Chapeu had to reinvent itself with 

limited resources, but with the spirit of improving and investing in the development of the 

wine tourism. 

The challenges for boosting the wine tourism in Bodega Cerro Chapeu were many, both 

from company’s internal and external perspectives, such as: difficult access to the 

winery, limited supporting infrastructure inside the property to host a tourist 

(accommodation or restaurant), competition from better prepared wineries and from the 

famous coastal zone of Uruguay (Punta del Este), tourist profile of the region (shopping 

only), lack of internal resources to structure the tourism offer, among others.  

At the same time, there were plenty of opportunities to encourage Bodega Cerro Chapeu 

to move forward: family and wines recognition local and internationally, outstanding 

landscape for rural tourism, good basic infrastructure to receive tourists, possibility of re-

opening the close-by airport, proximity to two cities with good basic touristic 

infrastructure, partnerships with local tourism players, public funds for wine tourism and 

a new family generation taking over. 

The presence of a full-time trainee dedicated to wine tourism activities, with experience 

on the sommellerie, enology and wine tourism fields attested to be a crucial tool to reduce 

the challenges of the winery and increase its strengths. 

The trainee could receive tourists more frequently, devote the time to improve the service 

provided to the clients (before, during and after the visits), work on tourism marketing 

and social media, and promote and develop partnerships in the adjacent cities.  

The work performed during the period of four months proved to be very positive and 

profitable, achieving its main objective which was to reduce the ‘remote zones effect’ 

over the winery. Consequently, the tours and events offer were improved, taking into 

account specific client segmentation; the number of visitors increased, as well as 

spending per client. There were improvements in social media presence and tourism 

ranking website; increase in the number of partnerships developed with tourism 
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stakeholders; development of ‘get-to-know your client’ procedures and improvement of 

the internal tourism processes. 

Obviously four months were not enough to meet all the demands, nor solve all the weak 

points of the company. Some of the main items left open would be the lack of specialized 

Marketing and Public Relations staff, faster decision making by the partners based in 

Montevideo, sponsorship or development of events in the city (and not only in the winery 

facilities), transportation offer to the winery, in addition to other aspects not directly 

dependent on the firm’s actions, such as the airport opening, improvements of the road 

conditions and signposts, change on the profile of the tourists of the region, among 

others. 

Wine tourism evidenced how an important tool it is to strengthen the winery's brand and 

increase sales, but it mandatorily required direct attention of the company's top 

management and high initial investment, not only in terms of financial resources, but 

mainly time and dedication. 

Bodega Cerro Chapeu was on the right track and showed a lot of potential to be not only 

a prominent winery in the North of Uruguay, but in the whole country besides Brazil. 

What is ultimately sought by wine tourists are not the activities offered or the location of 

the winery, but the experience they lived, with the involvement of the five senses. Tourist 

want that these experiences become memorable and, in the end, it depends on the 

winery’s responsibility of providing hospitality and personalized wine tourism service, 

either being in a remote zone or not. 
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ANNEXES 

A1. Bodega Cerro Chapeu location - Map and main indications 
The maps below illustrate the location of Bodega Cerro Chapeu and the distance from 

both cities close-by (Rivera and Santana do Livramento), as well as the International 

Airport of Rivera. 

 

Picture A1: Location of the city of Rivera, in extreme North of Uruguay, on the border with Brazil. 

Source: Google Maps 

 
Picture A2: Scheme of bodega Cerro Chapeu’s property, divided by the border line between Brazil 

and Uruguay. Source: Google Maps 

City of  
Rivera 
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Picture A3: Distance between Rivera downtown and Bodega Cerro Chapeu, by car. Source: 

Google Maps 

 

 
Picture A4: Distance between Santana do Livramento downtown to Bodega Cerro Chapeu. 

Source: Google Maps. 

 

Santana do Livramento 
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Picture A5: Distance from Bodega Cerro Chapeu and International Airport of Rivera. Source: 

Google Maps 

 
Picture A6: Uruguayan public sign to indicate there is a winery close by. No name or direction 

indicated. Source: Vino y Bebidas Blog. 

  

Way to the city 
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A2. Questionnaire used on the survey with winery’s visitors 

Spanish version 

CUESTIONARIO - PERCEPCIÓN DE LOS TURISTAS SOBRE BODEGA CERRO CHAPEU 

1) Perfil 

☐  Mujer        ☐  Hombre 

Edad 

☐  18 – 25  ☐  36 – 45   ☐  60 + 

☐  26 – 35  ☐  46 - 60   

¿Donde vive? 

2) Sobre el viaje y la visita a la bodega 

A) Si no vive en Rivera o Santana do Livramento, donde estaba hospedado? (o indique si no 
se alojó en la región) 

B) ¿Por qué eligió visitar la Bodega Cerro Chapeu? 

C) ¿Usted conocía la bodega antes de venir a Rivera o Santana? O, si usted vive en una de las 
dos ciudades, ya conocía la bodega antes de venir a visitarla? ¿Hace cuánto tiempo? 

D) Si no conocía, ¿quién indicó? 

E) ¿En qué medio de transporte usted vino a la bodega? 

F) En su opinión, ¿cómo fue el acceso a la bodega a partir de ese medio de transporte? 

☐ Muy difícil  ☐ Indiferente  ☐ Muy fácil 

☐ Difícil   ☐ Fácil 

G) ¿Usted considera ese lugar remoto / aislado / lejos de la ciudad / de difícil acceso? ¿Por 
qué? 

☐ Muy remoto/aislado  ☐ No tengo opinion  ☐ Muy integrado a la ciudad 

☐ Remoto/aislado   ☐ Relativamente integrado a la ciudad 

Motivos – explique un poco su respuesta anterior: 

H) ¿Cuáles son las ventajas de Bodega Cerro Chapeu? 

I) ¿Cuáles son las desventajas? 

J) ¿Hay algo que haría la visita más agradable? 

K) ¿Volvería a visitar Bodega Cerro Chapeu? ¿Por qué? 

L) ¿Ha intentado acceder a Internet en la bodega? En caso afirmativo, has logrado? Si no, 
sintió falta / afectó su visita? 

M) Espacio abierto para comentar algún otro punto que no fue preguntado 
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Portuguese version 

QUESTIONÁRIO – PERCEPÇÃO DOS TURISTAS SOBRE BODEGA CERRO CHAPEU 

1) Perfil 

☐  Mulher        ☐  Homem 

Idade 

☐  18 – 25  ☐  36 – 45   ☐  60 + 

☐  26 – 35  ☐  46 - 60   

Onde você mora? 

2) Sobre viagem e visita à bodega 

A) Se não mora em Rivera ou Santana do Livramento, onde estava hospedado? (ou indique 
se não ficou hospedado na região) 

B) Por que escolheu visitar a Bodega Cerro Chapeu? 

C) Você conhecia a bodega antes de vir para Rivera ou Santana? Ou, se você mora em uma 
das duas cidades, já conhecia a bodega antes de vir visita-la? Há quanto tempo? 

D) Se não conhecia, quem indicou? 

E) Em que meio de transporte você veio à bodega? 

F) Na sua opinião, como foi o acesso até a vinícola a partir desse meio de transporte?  

☐ Muito difícil  ☐ Indiferente  ☐ Muito fácil 

☐ Difícil   ☐ Fácil 

G) Você considera esse local remoto / isolado / longe da cidade / de difícil acesso? Por que? 

☐ Muito remoto/isolado ☐ Não acho nada  ☐ Muito integrado à cidade 

☐ Remoto/isolado   ☐ Relativamente integrado à cidade 

Motivos – explique um pouco sua resposta anterior: 

H) Quando comparada com outras vinícolas que já visitou, quais as vantagens/pontos 
positivos da Bodega Cerro Chapeu? 

I) E quais as desvantagens/pontos negativos?  

J) Há algo que faria a visita mais agradável? 

K) Você voltaria à visitar a Bodega Cerro Chapeu? Por que?  

L) Você tentou acessar Internet na bodega? Se sim, conseguiu? Se não, sentiu falta / afetou 
sua visita? 

M) Espaço aberto para comentar qualquer outro ponto que não foi perguntado. 
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English version 

QUESTIONNAIRE - PERCEPTION OF TOURISTS ON CERRO CHAPEU WINERY 

1) Profile 

☐  Female        ☐  Male 

Age 

☐  18 – 25  ☐  36 – 45   ☐  60 + 

☐  26 – 35  ☐  46 - 60   

Where do you live? 

2) About the trip and the visit to the winery 

A) If you do not live in Rivera or Santana do Livramento, where were you staying? (or 
indicate if you were not staying in the area) 

B) Why did you choose to visit Bodega Cerro Chapeu? 

C) Did you know the winery before coming to Rivera or Santana? Or, if you live in one of the 
two cities, did you already know the winery before coming to visit it? How long? 

D) If you did not know, who recommended? 

E) In which means of transport did you come to the cellar? 

F) In your opinion, how was access to the winery from that means of transport? 

☐ Very difficult  ☐ Indifferent  ☐ Very easy 

☐ Difficult   ☐ Easy 

G) Do you consider this location remote / isolated? Why? 

☐ Very remote/isolated ☐ I don’t think anything ☐ Very integrated to the city 

☐ Remote/isolated   ☐ Relatively integrated to the city 

Reasons – please explain your previous answer: 

H) When compared to other wineries you have visited, what are the advantages / strengths 
of Bodega Cerro Chapeu? 

I) And what are the disadvantages / weaknesses? 

J) Is there anything that would make the visit more enjoyable? 

K) Would you go back to visit the Bodega Cerro Chapeu? Why? 

L) Have you tried to access the Internet while in the winery? If so, did you make it? If not, did 
you miss it / affected your visit? 

M) Open space to comment on any other point that was not asked. 
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A3. Compilation of survey’s answers 
Profile 

Table A3-1: Gender of respondents 

 
 
 
Table A3-2: Age of respondents by gender 

 
 
 
Table A3-3: Origin of tourists and distance of the origin city to Bodega Cerro Chapeu 

 
 
 
About the trip and the visit to the winery 

Table A3-4: Respondents’ accommodation and respective cities and countries 
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Table A3-5: Reasons for visiting Bodega Cerro Chapeu. More than one answer permitted. 

  
 
 
Table A3-6: If visitors already knew Bodega Cerro Chapeu or not 

 
 
 
Table A3-7: Indication of who/what recommended the visit to Bodega Cerro Chapeu 

 
 
 
Table A3-8: Means of transport of the tourist to reach to Bodega Cerro Chapeu 
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Table A3-9: Means of transport of the tourist to reach to Bodega Cerro Chapeu 

 
 
 
Table A3-10: Perception of visitors about how remote or integrated to the city is Bodega Cerro Chapeu 

 
 
 
Table A3-11: Reasons for answers presented on table A3-10 

 
 
 
Table A3-12: Advantages of Bodega Cerro Chapeu perceived by the tourist after the visit 
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Table A3-13: Disadvantages of Bodega Cerro Chapeu perceived by the tourist after the visit 

 
 
 
Table A3-14: Aspects that would make the visit more enjoyable.  

 
 
 
Table A3-15: Answers about the possibility of visiting the winery again  

 
 
 
Table A3-16: Answers about the possibility of visiting the winery again  
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A4. Compilation of personal analysis of winery’s visitors 
In addition to the interviews realized with the survey of Annex 2, it was created an extra 

personal control of the basic profile of the Bodega Cerro Chapeu tourists. 

The data was collected from February 26th 2018 to May 15th 2018 and the compilation of 

the results was as follows: 

Table A4-1: Origin of tourists received at Bodega Cerro Chapeu 

 
 
 
Table A4-2: Total and percentage of tourists who travelled over 300km to reach Bodega Cerro Chapeu 
over total tourists 

 
 
 
Table A4-3: Origin of the tourists who travelled over 300km to reach Bodega Cerro Chapeu  

 
 
 
Table A4-4: Purpose of the visit of each tourist and if visit was paid or not 

 
 
 
Table A4-5: Total and percentage of tourists who came from the axis ‘Montevideo-Rivera-Porto Alegre’ 

 
 
 
 


