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• Political Science (BA) and International 
Relations (MA)

• In digital since 1996! 

• Webmaster, director of web departments, 
consultant for six years, lecturer for ten
years and now manager in a municipality

• Author of The Book About the Web (2015)

• Kaupthing Bank, Íslandsbanki, University of 
Iceland, Hafnarfjörður Municipality, Fúnksjón

• Born and lived in Iceland almost all my life

• Since August 2023 moved to Madrid

Who am I?



About Hafnarfjörður

• 31,000 inhabitants

• Around 20% immigrants

• 3rd largest town in Iceland

• 2,200 municipal employees
• 9 elementary schools

• 18 kindergartens

• 3 public swimming pools

• One of the leaders in digital 
transformation of public services



Why building a new website?

• Award winning website in 2016
• New design system in place

(honnun.hafnarfjordur.is) 
• Our main objectives

• Quality content
• Simplify the design
• Powerful search
• Provide clear navigation
• Interaction / self service
• Emphasis on top tasks

• Launched in November 2022
• Revised version of My pages



The core team

• Myself – project manager, 
owner

• Webmaster and web specialist

• Content designer

• Web designers (team of two)

• Developers

• UX consultants / research team

• 360 degrees meetings from the
beginning – 30 minutes a week
plusing communicating through 
Figma and Teams



User research and tests

• Extensive user research from 2021
• Expert reviews
• Interviews with staff, inhabitants / 

immigrants, elected officials and
other stakeholders
• Web traffic data
• User tests in many phases, 

prototypes, before launch, after
launch
• Feedback from users instrumental in

the development phase, included
external and internal search data



Content is King! (and we mean it)

• Great emphasis on content
• Tabula rasa – content from 

scratch. No migration of page
content

• Content writing based on „Tone
of voice“ in the design system

• Simplified, drawings with
scannable content

• Content design and web
designer plus stakeholders

• Complicated processes
simplified, e.g. building projects



• Filtering options for diverse
content e.g. sports / activities

• Waste collection look-up dates –
small but one of the most
important tasks

• Easy access to self service, 
calculators, fee tables, links to
applications on My pages

Interaction





So what about data mining?

• Monitoring our websites is at the core of what we do

• Various tools
• Google Analytics (GA)
• Google Search Console
• Siteimprove
• Cludo
• Livechat

• Passionate about data

• Decisions are built on data. What we know about our users



Data - transparency

• Live analytical GA data open for 
everyone. Analytical reports every
six months

• Analytical tools provide daily
updates on the health of our
website

• Monitor it every week – scheduled
time

• Constant feedback from our users is 
also important (Was the content
helpful?)

• We know a lot about users 
behaviour



Cludo – powerful search tool



Most popular pages - feedback



Search accounts for half  of  the traffic

• Search traffic gives us valuable 
insight into what draws visitors to our 
website
• In 2022, we had 300,000 visits

through external search (51% of the
total)
• All of it was from organic search, of 

which Google accounted for 95%
• The following analysis is based on 

the first ten months of Google data

95% 

4% 1% 

Visits through organic search

Google Bing Others



Two-thirds of  search visits for content

• In the first ten months of 2022, our
website appeared in 1.65 million
Google searches with a click-through 
rate of 8%
• While a third of the searches were for 

the town name (or a variation thereof), 
the rest was for content
• The objective of SEO is first and

foremost to make our content known to
people

2% 

32% 

66% 

Types of search

The town's URL The town name Content



Top 10 content related searches

No Search phrase Clicks Position 
(rounded)

English explanation

1 suðurbæjarlaug 3,205 2 A swimming pool in town

2 teikningar hafnarfjörður 3,115 1 The town‘s drawing plans

3 hafnarfjörður teikningar 2,679 1 The same in a different word order

4 ásvallalaug 1,965 2 Another swimming pool in town

5 vinnuskóli hafnarfjarðar 1,319 1 Youth related job program in town

6 sundhöll hafnarfjarðar 893 2 The third swimming pool in town!

7 17 júní hafnarfjörður 808 1 Town related event – National holiday

8 hafnarfjörður laus störf 695 1 Town related job vacancies

9 hjarta hafnarfjarðar 2022 664 2 Another town related event

10 víkingahátíð 2022 581 2 Yet another town related event



How do you make use of external search 
data to guide web development?
1. Activate Google Search Console (it‘s free!)
2. Realise that external search is partly just users typing the

URL or a variant of the name of the organization (or
township in our case) into Google, Bing etc.

3. Compare searches for content to the content that you
actually want to promote

4. Take actions so that people are actually finding your
content (improve SEO or pay for a better position)



What about internal search?

• Search within the website 
shows us two different 
things:

1. Content of key interest to 
users

2. Content that users have 
trouble finding on the 
landing page

• So, how do we tell the 
difference?

65% 

35% 

Start of internal search (Jan-Oct 2022)

Front page Other pages



Indicator of  dissatisfaction

• If users who come through external search engines to content 
pages head straight to internal search, it can be an indication that 
they didn‘t find what they were looking for

All visits

Organic 
search

To content 
pages

Use internal 
search

Don‘t use it
To front 
pageOther 

sources



Roughly a third may not have found what 
they were looking for at first try

All visits

Organic search

To content pages
50,000

Head to internal 
search

17,500 (35%)

Don‘t use it
32,500 (65%)

To front page

Other sources



Another useful indicator

• Of those that used the 
internal search engine 
during the first ten months of 
2022, 57% followed one of 
the recommended results 
while 13% refined their 
search
• 30% did neither, indicating 

that they may not have 
found what they were 
looking for

57% 

13% 

30% 

Search success

Search link followed Search refined Search not continued



Finally, analyzing the actual search 
phrases is always useful
No Search 

phrase
English explanation

1 Teikningar Architectural drawings and plans

2 Ásland 4 A specific building plot

3 Laus störf Job vacancies

4 Vinnustund Internal site for time registration

5 Lóðir General search for building plots

6 Vinnuskólinn Youth job program

7 Sorphirða Trash collection

8 Deiliskipulag Local planning

9 Gjaldskrá Fees and prices

10 Hamranes A specific building plot

We paid an extra attention to
the top phrases when we
redesigned our website



Top tasks defined by
data
No Search 

phrase
English explanation

1 Teikningar Architectural drawings and plans

2 Ásland 4 A specific building plot

3 Laus störf Job vacancies

4 Vinnustund Internal site for time registration

5 Lóðir General search for building plots

6 Vinnuskólinn Youth job program

7 Sorphirða Trash collection

8 Deiliskipulag Local planning

9 Gjaldskrá Fees and prices

10 Hamranes A specific building plot



Page ranking and boosting



Adverts in search



Post launch findings



Search is even
more important

• Same traffic as before (1% 
increase). Google search still
the most important factor for 
traffic

• Internal search is the most
important feature / page on 
the new site and increased
considerably

• Increase in list of vacancies
and waste management

• Decrease in vacant lots
(lausar lóðir)

January – December 2022

January – June 2023



User tests

• User tests give a positive 
indication. 97,5% success rate 
in solving tasks

• Ratings very good, with one 
exception (our strongest critic 
was invited to the user test on 
purpose)

• The site search is more used
• The health of the site is very 

good 10 months later
• It is hard work but the tools 

help us do the hardest bit



Siteimprove measures the health





Changes are 
hard for users

• Feedback from users (Content 
helpful) was more negavite in 
the beginning (users hate 
change) 

• Site search (Cludo) has had 
problems with the Icelandic 
language. Search results were 
too wide, partial results and 
users showed their 
disappointment. Our main focus  
for improvement

• Constantly reviewing and 
improving the new site

• Our analytical and search 
tools essential in that respect



What have we learned?

• Investing time and resources in crunching site search data and
analytical data in general shows its worth
• We couldn‘t have done without investing in the best tools 

available on the market
• Changes are hard. Senior users have more problems with the

new site.  Majority of users, especially younger people like
the new design
• Building a new site is tough and a never ending task!



Tak!


