
The Or igin of the Open Innovation 
Vallo, the co-ow ner  of a saw mil l  in the Pärnu region was invi ted to 
par ticipate in the Garage48 hackathon in 2013 which was organized 
by the the Development Centre of Pärnu County, in co-operation w ith 
Tech Sister s. The hackathon br ings together  people of al l  ski l ls-sets to 
work on ideas pi tched by companies, entr epreneurs or  anyone w ith 
an idea. Ever ybody has a chance to pich their  idea on Fr iday and 
teams are formed on the spot around the best ones to develop 
solutions w ithin 48 hours.  The organizer s wanted as many local 
companies as possible to present their  problems, and Vallo was one of 
them. ?What could be done in 48 hours? Maybe a website... but I  have 
one,? he thought. But the phone cal l  r emained at the back of his mind. 

The idea came whi le shopping at the supermarket. As the ow ner  of 
the saw mil l , he was facing confl icts and disagreements on a dai ly 
basis over  inaccuracies involved in measur ing timber. In fact, in the 
sur rounding r egion measur ing paper  and pulpwood had been rather  
a grey zone, w ith measurements being done visually. This gave him 
the idea of a smar tphone application which enables users to measure 
the diameter  of the logs and/or  the size of the pi le quickly and 
accurately. I t would then be possible to prove a measurement digi tal ly 
and to r e-measure i f  need be.

- Timbeter  is an Estonian star t-up 
developing smar t-device 
solutions w ith the ambition to 
digi tal ize the forestr y business. 

- I t was born in October  2013 at 
the Garage48 hackathon 
organised in Pärnu, Estonia.

- Vallo Visnappu, at that time a 
co-ow ner  of the Marmande saw - 
mi l l , pi tched the idea of using a 
smar t phone to measure timber.

- The idea seemed to be attr active 
to many; the team was formed, 
and in 48 hours the f i r st proto- 
type was developed. Later , the 
three members of the team be- 
came co-founders of the star t-up. 

- However , i t took 2 years to 
develop the solution that the 
market would accept. 

- Timbeter  r ecently began sales to 
China. Their  dai ly business also 
includes working on the markets 
in the USA, Canada, New -Zealand, 
Austr al ia, Ir eland, the UK as well  
as neighbour ing countr ies.

FROM HACKATHON TO GLOBAL PRODUCT IN 
TWO YEARS THROUGH OPEN INNOVATION

Have you ever wondered what happens to the ideas and teams after a hackathon? 
Some of them keep on going and growing until they become a business success 
like Timbeter.

 

OI INSPIRATIONAL CASES



All together  27 ideas were pi tched at the event. 
Each idea was put on the wall  and ever yone 
could choose their  favour i te idea and team. 14 
ideas managed to attr act a team to star t 
developing the product. Vallo?s idea ?Timbeter  
Diameter? seemed attr active, and a team of 8 
began to develop a prototype. Later , three 
par ticipants - Vallo Visnapuu, Ana-Greta Tsahkna 
and Mar tin Kambla - became the co-founders of 
the star t-up.

Open Innovation Journey

Amazingly, the f i r st Timbeter  prototype solution 
was developed w ithin 48 hours. The team was so 
enthusiastic about i ts oppor tuni ties that two 
months later  three members of the ad-hoc team - 
Vallo Visnapuu, Ana-Greta Tsahkna and Mar tin 
Kambla - became the co-founders of the star t-up. 
Al l  three had the necessar y complementar y 
exper ience: Vallo, knows the timber  industr y, 
Mar tin is an IT special ist and Anna-Greta is 
exper ienced in marketing and communication ? 
and they al l  came together  by chance thanks to 
the Hackethon. The f i r st prototypes could 
measure about 70% of the logs, but i t took two 
years and considerable effor t to develop the 
algor i thm to be able to capture the r emaining 
30%. 

The big challenge for  Timbeter  was getting i ts 
f i r st paying customers and then to grow  the 
customer  base. There are many potential user  
groups ? forest ow ners, saw mil ls, wood tr ans-  

    

por ter s ? al l  
having di f ferent 
r equir ements 
and working 
methods. To 
understand 
those - and to 
adjust their  
business model - 
Timbeter  
ini tiated projects 
w ith their  lead 
customers. The f i r st commercial product was 
rol led out and tested together  w ith the Estonian 
forestr y company RMK. Based on the f indings of 
RMK, Timbeter  developed and signi f icantly 
improved the former  Timber  Diameter  
application, adding to the ear l ier  pi le measure- 
ment also the panorama and tr uckload measure- 
ment, warehouse module and for  automatic pi le 
densi ty the coeff icient helpmate. 

In Lithuania, Timbeter  worked w ith the State 
Forest distr icts. Li thuania was a per fect testbed 
for  Timbeter  as the countr y's forest distr icts are 
obliged to r epor t exactly how  much timber  they 
have stacked on the edge of logging areas ever y 
month. In Li thuania Timbeter  had to get off icial 
approval for  the new  measur ing method, which 
was a surpr ise - there was no such requir ement 
in Estonia. The accuracy of measurement was 
val idated by the Agr icultural Univer si ty. Another  
r equest from Li thuanian forester s was tr aining; 
forestr y is a tr adi tional industr y w ith 
comparatively low  IT use. I t became evident that 
ever y market and customer  segment was 
di f ferent and Timbeter  needs a par tner  each time 
to understand i t. In Germany, Timbeter  
cooperates w ith a committee cal led 
?Holzvermessung? that star ted the process of 
creating the terms and conditions of what data 
w i l l  be r equir ed to cer ti fy digi tal photometr ic 
measurements in Germany. Their  goal is simi lar  
to Li thuania?s, i .e. to legalize the digi tal photo 
optic measurement that can also be used for  
payment. Many ideas for  improvement and new  



functionali ties and applications were suggested by their  lead customers, 
e.g. Timbeter 's Container  Version for  work in por ts or  packing timber  
into shipping container s, the functionali ty to mark log defects, etc.

Impact of the OI Collaboration
In measur ing timber  usually you have two options: you have to invest 
one mi l l ion euros in big, expensive electronic measur ing l ines or , i f  you 
don't have that one mi l l ion, you w i l l  measure each log, one-by-one, w ith 
a measur ing tape. Timbeter  offer s a smar tphone application that takes 
a picture of the pi le; the software measures the diameter  of each and 
ever y log, adds them up and provides the volume and the total number  
of logs. Digi tal measurement speeds up the process, enabling the 
measurer  to measure a pi le up to 10 times faster ; the measurement is 
accurately documented, stored and i t r equir es 2 cl icks to make a 
measurement r epor t. Even i f  you are taking only one measurement, you 
can reduce the cost by up to 3.75 times. The users can easi ly share their  
information about the measurements taken and thus speed up the 
enti r e sales process. The Timbeter  team has a vision of digi tal ising the 
whole timber  value chain.

Vallo Visnapuu, unexpectedly, became the ow ner  of a new  IT business. 
The company, Timbeter  OÜ, became know n in Estonia in 2015, when 
they won the local televised competi tion for  business ideas ? Ajujaht 
(Brainhunt). The pr ize money of ?50 000 was ploughed into fur ther  
product development. The team attr acted investment from business 
angels and the venture went global in March 2016.

Open Innovation was at hear t of this case. The Garage48 event was a 
stimulus for  Vallo Visnapuu to look at the tr adi tional timber  industr y 
from a di f ferent per spective and come up w ith his idea of measur ing 
timber  volume digi tal ly. The development team for  the f i r st product 
solution was crowd-sourced at the Garage48 event. The founding team 
met there for  the f i r st time as well . The company?s international 
expansion was faci l i tated by their  lead customers who guided them 
through the maze of local market r equir ements and conditions.

Key l essons

AN IDEA MAY BE SOURCED 
ANYWHERE

PREPARE FOR 
PARTNERSHIPS 
Leadership was essential to 
get the team together  and 
keep i t going. The team was 
prepared to learn from 
par tner s fast ? searching for  
them, l istening, being f lexible, 
but sticking to their  vision. 

.

A cal l  from the organizer s of an 
event l ike Garage48 can prompt 
you to look at your  routine 
work and industr y from a di f f- 
erent per spective and come up 
w ith an or iginal idea.

MISSING SKILLS MAY BE 
CROWD- SOURCED

Hackathons are a useful tool for  
fast concept development in a 
shor t time. I t al lows people to 
meet others w ith di f ferent 
backgrounds, who they would 
probably not meet other w ise 
and to form a core team for  
fur ther  development.

PARTNERSHIPS ENABLE 
INTERNATIONALIZATION

For  a product w ith wor ldw ide 
potential, par tner ships are imp- 
tant for  enhancing the process. 
Collaborating w ith lead cust- 
omers was an eye-opener : ever y 
market is di f ferent; ever y 
customer  segment has i ts 
speci f ic r equir ements. Par tner s 
help you to learn and adapt 
faster.
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CONTACT DETAILS
TIMBETER OÜ

AKADEEMIA TEE 21/ 1, 12618 TALLINN, ESTONIA

TEL:  +372 5193 9593 , HTTP:/ / WWW.TIMBETER.COM

Val l o Visnapuu
 Founder , CEO
Other  team members:

Anna- Gr eta Tsahkna, Founder , 
Chief  Commer cial  Of f icer

Mar t in Kambl a, Founder , Chief  
Technical  Of f icer


