V3 21st January 2025
Evaluation of Proposal from Modern Print and Design.

Objectives: “Increased footfall”?  What does this mean?  I think the objective is simply to increase sales and reach new audiences – if possible.  Changing the domain will be a risky step, which will reduce the search engine ranking, and cause a number of other issues – such as email rejection.

Selection of supplier:  I have no knowledge of Modern Print.  However, you have presumably taken up references and carefully researched alternatives in the same way as was done for RBS.  I am not therefore commenting on the choice of supplier – I am assuming they are capable of doing what is requested.  

Selection of software:  I have always said WordPress was the stand out choice. See my comments from the “Nextgen” project WhatsApp group that I’ve copied in below; to show I was doing my best to contribute and participate.  That was about a year ago. I have done some quick research, and it would seem that the WooCommerce plugin is probably as good a choice as any for Havards.  

While I have quite a bit of practical WordPress experience, I haven’t worked with WooCommerce so I can’t add much to considerations of this plugin.

Conclusion:  I have no issues with the selection of supplier or software.  

I do however, have some serious issues relating to the plans, as below.  I strongly recommend these are rapidly addressed.  I also am concerned about who within the Havards team has the skills and commitment to perform the many tasks that are required.
I also think some serious project management should be considered.
 

Issues:
1. It is a significant mistake to change to a new, unranked, domain. The current website uses the domain siophavards.cymru.   This is now quite well ranked.  The current website appears as the first item on a Google (or indeed, Bing) search (from a “clean browser”) if you just search for Havards.  A search for “Pembrokeshire Hardware shops” has us on the first page.  The current domain has had some SEO (Search Engine Optimisation) work done on it and this, in addition our extensive newspaper and media coverage has ensured we have a good ranking.  By moving to the domain havards.wales the shop is likely to drop down the rankings and lose traffic – the opposite of what is required.  There is also the wrong signal sent about our commitment to promoting the welsh language.   
There are ways to minimise the loss of ranking. You must first move the existing website to the new domain without change, and then place 301 redirects on all listed pages. This is spelled out in Google’s documentation here: https://developers.google.com/search/docs/crawling-indexing/site-move-with-url-changes This is a complex and paintaking process; you must ensure it is followed if Havards persists in changing domain.
Please research this issue – it is extensively covered if you take the time to do some research. Examples: https://makemelocal.com/blog/will-a-change-in-domain-name-affect-website-seo / https://browsermedia.agency/blog/should-you-change-your-brand-domain/    I have asked around, including posting on Web Hosting Discussion Boards – the general advice is never change a successful domain unless there is a really good reason.  Personally I don’t know anyone who has ever tried to do this, as it is risky. 

2. There is also a plan to move to new email addresses using the havards.wales domain.
This introduces the potential for yet more problems.  We have spent two years getting our suppliers and investors to set siophavards.cymru as a trusted domain.  This has to be done by the recipients of our email.   If you change the email addresses you are “back to square one”.  For my part I am very reluctant to start advising Investors to use a new email address.  It will confuse things and cause problems and may cause our newsletters to end up in spam boxes once again.  
In addition, we have had serious problems with email client configuration – asking all the staff and users of Havards email to reconfigure their email clients will surely introduce further problems.

3. English Language only. No mention of plans or cost of adding Welsh Language support.  (Havards has always stressed its support for the Welsh Language, our grantors and supporters may well be concerned by this.)   Who will (eventually) do the translation?  What will the cost be?   We have had complaints from investors in the past when we did not send out information in both English and Welsh – one such complaint came from Adrian Varney.

4. Dedicated IP address – it seems that Modern Design’s Hosting Service (Krystal) cannot provide this at a reasonable cost.  Our present hosting service provides a dedicated IP address. There were several issues in the past year when emails were being classified as spam, and going into spam folders.  With a dedicated IP address, the problem has been significantly reduced.  Modern could be asked to find an alternative hosting service which does offer a dedicated IP address.  Or you can decide to take the risk.  

5. Server location:  Modern appear to use a Shared Hosting Service offered by https://krystal.io/hosting )   Why are they using a top level domain in “Indian Ocean Territory?  Where are the servers based?  Wordpress does a lot of handshaking – you want a UK based server or performance is affected.

6. Domain Registrar.  It is best practice to separate this from your website provider.  This means you would retain control in the event of issues with the website provider, such as them going into administration or a decision to move to an alternative.  At present our Domain Registrar is still independent – which is in Havards best Business Interest. Do not hand over the job of Domain Registrar to Modern.
      This point now seems to be accepted. 

7. 2GB is insufficient storage.  The current website has 20GB of which 75% is currently used.  Modern are quoting an extra cost (for “Bulk storage upgrade”) of £300+VAT per year. They will also be using a shared hosting service, as we do, so you should discuss with them why they cannot use an alternative service, which could, at the same time, provide a dedicated IP Address.  So be aware that the annual fee is going to be £847+VAT, plus any additional support needed.   I think there must be a mistake here, as this is much more than Krystal quote for 25GB on their website.

8. Possible saving: There really isn’t a need for a “paid certificate”.  The free Domain validated “Let’s Encrypt” certificates used on the current website are probably adequate for a business like Havards. Typical cost of a so called “extended validation” certificate is £200+VAT per domain per year (Example from Ionos). This is presumably included in the annual support fee of £547+VAT.  Some SEO experts advise that a “paid-for” domain can increase your search engine ranking, but when you already well ranked, does this contribute.  Note that Krystal do offer free certificates – see https://krystal.io/hosting 

9. Important:  Havards is responsible for providing all the content. See page 2   “As with all the website’s text content - you will need to supply these to us.”   Who will be providing the content?  Who will be responsible for keeping it up to date?  

10. To interface with RBS there will be an unspecified payment required for RBS “Ad-Lister” software. See page 4.  Is this cost significant? Is there an estimate of the cost?

11. Images:  The product images need to tie up with the items on sale. How are the images retrieved?  At one point the quotation says Havards is responsible for providing these images.  There could be a lot of work involved.  

12. Support: The support does not include help setting up or diagnosing email software (PCs, phones etc).  This is the area where we had some major issues recently.   There would be additional charges if support is needed.  

13. Newsletters:  The proposal seems to assume that newsletters are sent via MailChimp.  We stopped using Mailchimp when the volunteer who sent the newsletters this way dropped out.  One factor in this was difficulties using Mailchimp.  Formatting the MailChimp newsletters took too long, also maintaining two databases took much unnecessary time.  Newsletters are now hosted on the existing website, including a Welsh translation, and emails sent out with a link. Statistics are available on click throughs.  
There was a plan to improve the statistics, but that is now on hold. 

14. High volume of products: In the first year of operation, my Clover Analysis showed Havards sold 5,174 different product types (out of a total stock of over 10,000 items).  That’s a huge number of product pages if each item is presented separately.  Where similar items are sold these would ideally be combined.  For example, 3.5 screws, there are typically 4 or 5 lengths.  It would be better to have a drop down to select the length within a screw type.  Can this be done?  There’s a lot of work involved in getting this done optimally. 

15. Search: It is essential to have a powerful search facility to make it easy for customers to find the product they want.  The proposal refers to just a “quick text based search”. Is this sufficiently powerful – for example can it cope with spelling differences? 

16. Statistics:  I can find no mention of the provision of statistics on the sales that are generated through the website.  Perhaps these are provided by WooCommerce, but this is not stated explicitly in the website quote.  Havards needs to ensure the necessary statistics are available to measure success. 
 
17. Please note this statement “Your website will not allow for easy creation of your own customised page layouts - you will only be able to add new pages using pre-existing layouts which you have approved during your proof stage. Outside of this you will need to build them yourself from scratch.”   If this becomes necessary this will require payment or a high level of skill on the part of the site administrator.  


Project Management 

For Havards this is a significant project.  There needs to be some effective project management.  Is there a project plan?  Who is responsible for the success of the project?  This should not be a split responsibility.

I strongly advise a multiple phase project with success criteria defined to each phase.  One possible set of phases would be:

Phase 1 – simple wordpress website.  
· Build a basic website to take over from the existing one.  
· Migrate content from the existing website, as appropriate.
· Successfully train staff and volunteers in the use of Wordpress using the ModernPrint  Training sessions (as promised in the proposal either at Pembroke Dock or online).
· Add a couple of featured products pages – as we already do in the newsletters.
Exit criteria:   Staff and responsible volunteers demonstrate competence in updating and managing the wordpress website.  Includes ability to process and use images and possibly video.  Als a successful external review of website.  I strongly feel the website should be in both English and Welsh.

Phase 2 – extend the website to show products
· Now add the product pages, using the feed from RBS.  Simply show the pages where there is stock, but don’t at this stage offer click/collect plus payment.
· The stock records need to correctly reflect the stock available in store. Once a customer is turned away without the stock they ordered they may well never come back.
· Review the search engine rankings for the website and ensure 
Exit criteria:   Validate the feeds from RBS, ensure the stock levels match actual stock, test the staff’s abilities to actually locate the stock. 

Phase 3 – live running.
· Monitor the sales and statistics for the website. Most web server provide statistics on visits, page accesses etc. – certainly our present server does. 
But are there statistics on the sales and value achieved by the website?
· There needs to be a log kept in the shop of all issues with the system.  If a customer comes in because the website said there was stock, and the stock is not found this needs to recorded and immediately addressed.  



Queries about ModernPrint
1. ModernPrint use a shared hosting service, which I understand is https://krystal.io/  
That service cannot supply (now) a dedicated IP address as discussed. You could and probably should discuss with ModernPrint the option of using a different shared hosting service.  
Despite some comments that I have received, that have no basis, we have yet to find any serious problems with our hosting service.  Recent problems related to incorrectly configured email software. 

2. GDPR:  Will the new server be up to the necessary GDPR security standards?  The current server, provided by Inventive Hosting, meets all necessary security requirements for GDPR, including backup, certificates etc.  I carried out an audit on behalf of a different organisation that uses Inventive Hosting at the time that GPDR came in.  This included such things as security of the premises / badge lock access with logs etc. 

3. Migration of the Investor Management Software.  
This does not seem to have been considered.  Do Havards wish to continue using the present system?  Or you could buy an alternative system (I recall Clynfyw were quoted £6,000).
We need support for MySQL, PHP and Javascript – which are the same technologies that are needed for Wordpress, so should be available.
We need FTP access to the website / phpMyAdmin access / One MySQL (or MariaDB) database.


-----------------------------------------------------------------------------


Appendices

BRIEF TO MODERN PRINT

From secretary on 2nd November.

Hi Brendan,

Please find attached the quotation and description of the proposal.
We’d appreciate your thoughts and feedback before signing the contract. 

The brief we gave the team at Modern is as follows. 
· Objectives:
· Footfall increase, with the investment to expand the shop space by some 35% we must attract new visitors and customers to the enlarged shop.
· Investment in technology is seen as a driver of our outreach to diverse and geographically dispersed communities and customers of the business.
· Minimise the risk associated with inventory expansion (fill the portfolio gaps) and new lines (e.g. Chandlery) by click and collect that enables stock purchase for ordered items, builds a sales record for high turn items which then becomes held stock to reduce collection times and potentially associated procurement costs of minimum order/delivery charges. 
· High-level requirements.
·  easy to use website
· For the user 
· For staff; our updates and new product content - with out the need to be tech literate.
· User journeys must be straight forward and intuitive, once we have a client base built then tailor that journey to offer products of use, e.g. holiday let owner, list of "standard" plates, glass ware, replacement kettles, cleaning products etc.
· Attractive and modern yet sympathetic to our past as a traditional hardware shop 
· similar to the example of https://peppercorn.net/  
· Amazon style search and product offer, must have picture and short description, check for stock or offer a expected collection date, price.
· Simple noncomplex basket , capture minimal contact details.
· Search engine - Havards on the 1st page when search for products we sell.
· Bi-lingual option (later date)
· Interact with RBA. Payment will be taken in the shop once collected.
· Build database of client by type; trade, holiday let owner, holiday visitor, local, etc. capture contact details (name, email and phone number, post code)
· Transportable - must be able to move to new hosting without major cost or effort. 
· Limited coding other than interfaces to APIs. Expect high use of template style pages utilising products such as WordPress.
· Secure, high availability platforms that have support used to dealing with non techie customers when problems occur.
· email hosting and support
· Link to existing website which will become a focus for investors activity only.  siophavards.cymru
· Use domain havards.wales  
· Simplicity, cost sensitive are guides to be used when considering design and direction. 
~~~~~~~~~~~~~~~~~~~~~~~~~~~~~



Appendix 2 – extracts from the Whatsapp groups on the “New website”

Chris posted this about the project:  (in 2023!)  
-----------------------------------
Betty and Gents. Our website to date has served us well during the start up phase capturing new shareholders, signing up volunteers as well as an active mouthpiece for news. I’ve created this chat to bring together the ideas and actions needed to bring the website into operational use initially prehaps with just a shop window of example or promoted goods but quickly moving on to a position where e-commerce is possible. This will need a complete redesign and restructure of the website using a different toolset and off the shelf apps that enable a broader use and maintenance by many rather than all the burden on Brendan.  Love him or lots him Mr Clarkson’s farm shop website has the latest approach to presentation and sample goods to draw people in. 
https://diddlysquatfarmshop.com/   


Here’s a response from me:

A few thoughts:   The existing site was designed to support the CBS in raising funds to purchase the shop. It was built before we owned the shop, and is a "quick and dirty" raw HTML/CSS/PHP website. (It performs really well as a result).   It has a secure backend which contains the shareholder (and supporter) data.  (Addition  - easy to update using Dreamweaver.)

It was not designed as a site to support the shop business.  Much of this existing site will still be needed and will complement the new "shop site" as I will call it.   A key requirement is a solution where the skills to create and maintain it are readily available.  The other key requirement is a really good design, by which I mean selecting the right colour palette, fonts, styles, images etc. to create the right "look and feel" to attract people to the site and give instant recognition.  
I think the working functions are already spelled out pretty well.  I think SEO is key - but we did a fairly good job on that with the current site and it is easy enough - be good if we have some really up to date expertise in this, as although I used to teach it, things have no doubt changed.   Next is the selection of the software/framework to use.  

That's easy. There's a stand-out candidate.  Wordpress.   The world's number one content management system in terms of number of installations.  Skills readily available, and you can do amazing things with databases and page templates.   I can have a development wordpress website up and running tomorrow on our existing server.   No additional cost!   I've built quite a few wordpress sites so know it well.  One of my smarter students (Nick, who has been working for Jimmy Wales) tells me I should be moving to tools like node.js, but it is much more difficult to use in my view.  We built the last National Astronomy Week website with node (well I helped, and Nick did most of the work!).  I think, based on that experience, that we should stick with wordpress.     Shopify claims to integrate well with wordpress should we ever want to move into ecommerce.  (By the way - you can't even start to think about ecommerce unless you have accurate stock records, which we don't!)



  
