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The MediaRoad project aims to support the transformation of the European
media sector by building an ecosystem for innovation involving diverse media
associations, public service media organizations, commercial radio stations,
media workers’ organizations, academic research institutes and innovation
centres, independent producers and SMEs.
 
 OBJECTIVES: 

- Boost innovation across the European media sector 
- Reawaken a ‘start-up’ mentality in the media sector 
- Bring together a broad network of media stakeholders 
- Bring innovative concepts to fruition and market deployment 
- Shape future media policy and be part of the digital transformation
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SANDBOX HUB

In order to test new ideas,  a safe and supportive environment is
needed. European media organizations have the required
infrastructure,  knowledge and audiences to give ideas a viable tr ial .
Even more,  innovators are eager to engage with established media
players to develop their  concepts.  As part of  MediaRoad,  the
Sandbox Hub leverages this context and delivers a new platform to
val idate new technologies,  services and solutions across the
European media sector (and beyond).  Similarly ,  the name
“sandbox” not only refers to a safe playground, but also to a testing
environment for software development.
 
This Sandbox Hub replicates the successful  VRT Sandbox model to
other media organizations and creates an international network of
media innovation accelerators through which groundbreaking
ideas can be tested and scaled.  These accelerators ,  or Sandboxes,
are hosted by established media organizations,  and welcome
applications from entrepreneurs,  startups and SMEs with media-
related concepts involving technology,  journalism, social  media
and content.  Each Sandbox operates independently ,  but is
interl inked internationally through a platform to share success
cases for broader implementation.
 
Concretely ,  the Sandbox Hub’s main goal is  to build a network for
accelerators of  media innovation,  enable local  startups and SMEs
to scale internationally ,  and exchange experience and expertise.



INTRO
 
There is a very healthy innovation sector across Europe with very many
startups coming up with novel ideas.   But the challenge can be how to
test them with target users to prove whether they are useful and work
as planned and so gain traction.   This is particularly true for innovations
which are designed to be used within organisations, such as tools for
broadcasters to use in making programmes.
 
Sandboxes are designed to be a place where startups, small companies
and intrapreneurs can bring their innovations to test them with
potential end users in organisations. This model was initially established
by VRT, the Flemish public service broadcaster, but has since then been
used, with local variations, in a number of other media organisations
across Europe, both with public service and commercial models. The
model can be applicable across many organisations and industries.

https://sandbox.vrt.be/


What is a
Sandbox?

A Sandbox is a place where innovation
can happen.

For many larger organisations there
are needs where innovation may be
able to help. There are many startups
and intrapreneurs with great ideas.
Sandboxes are a model to allow the
innovations to be matched with an end
user within the organisation to test the
innovation in “real life”, for instance in
productions. They then jointly run a
test on the innovation for a small
number of months testing the
technology and its operation. There
may be several projects running at the
same time in a Sandbox.

What are the
benefits of
running a
Sandbox?

Sandboxes can provide a safe place to
do innovation and test new tools and
services at a relatively low risk. They can
help organisations to become more
innovative and increase their
reputation as a great partner to work
with. A more detailed perspective can
be found here.

https://www.mediaroad.eu/wp-content/uploads/2019/02/benefits-for-all-parties1.pdf


How do I set
one up?

First you should get the appropriate
backing from the local management.
In practice it is suggested that a
Sandbox trial should have a minimum
duration of one year and a few trials to
really determine whether it will work
for your organisation. A Sandbox is
something you build up step by step:
doing small projects, sharing the
results, evangelizing, … over and over
again.

In order to do this, you will need to identify the resources that you will need. 
We recommend the following:

PEOPLE
It is best to have someone to drive the
Sandbox, evangelizing, approaching
and driving the choice of the startups
that you are working with, making the
matches within your organisation, and
pushing them forward.

SPACE
It is important to have a local space for
the Sandbox with areas for meeting,
demonstrations and to run tests.
However, a lot of the day to day work is
likely to happen in the facilities of the
end users of the organisation.

MONEY
Sandbox budget needs to cover daily
operation, freelance costs, production
of videos, cloud storage, special project
collaboration costs, event and promo
cost and the FTE cost.



How should I
finance it?

It is recommended the Sandbox works
on a closed wallet principle. The startup
gets to validate their product and your
organisation is able to gain valuable
insights before investing at scale. 

The cost for the Sandbox is something
that each organisation covers them
self.   Once you’ve been operational for
at least one year the benefits/impact
will overcome the costs.

How do I find
startups?

There are a number of innovation
events in areas where there are
startups. An example of such an event
is Media Honeypot in Helsinki. If you
publicise the Sandbox by speaking
about it at events and visiting
networking events in tech
communities and using social media
you can also encourage organisations
to approach you with ideas. There
should be a simple process for them to
make the approach.

Collaboration with other
incubators/accelerators that can then
refer startups to each other is also a
good idea.

https://www.mediaroad.eu/wp-content/uploads/2019/02/benefits-for-all-parties1.pdf


How do I
select a
startup?

How do I find a
partner
department?

It is key to analyse the proposals 
received and then to prioritise them 
considering factors such as the 
relevance of the proposal considering 
your own strategy) and whether there 
can be sufficient progress in the 
timescale.   It is also important to be 
able to find a partner within your 
organisation to work with the startup.

It is key that the department is excited 
by the proposal and keen to work with 
the startup. They must have the time 
to commit to work with them and 
test the results. The best way to get 
these two is by aligning the strategy 
of the department with the offers 
of the startups.

You should appoint a project manager 
from the Sandbox who will help the 
teams to agree the objectives and then 
track them using your preferred tools. 
There should be regular touchpoint 
meetings. The startup may well prefer 
to work in its own facilities, but this 
should be agreed as should the 
provision of other infrastructure such 
as cloud storage and facilities.

How do I run
the projects in
practice?

https://www.mediaroad.eu/wp-content/uploads/2019/02/benefits-for-all-parties1.pdf
https://www.mediaroad.eu/wp-content/uploads/2019/02/benefits-for-all-parties1.pdf


What do I
need to
consider
about IPR?

We advise that the simplest
arrangement is for each party to retain
the IPR that they generate.   There are
other models that should be agreed,
including if there are any patents or
trademarks generated. There is a
report on the MediaRoad website
explaining other possible IPR models.

What follow
up activities
need to be
done?

It is important to complete an 
evaluation form which details what 
both sides have learnt. This will also 
help you to determine the future path 
from the project. This could be 
anything from documenting and 
finishing the project to taking it into 
more regular use.  

At this time, if it is successful, you 
should consider supporting the startup 
by identifying new opportunities and 
marketing events such as showcases 
and presentations. You can have your 
own events to showcase a number of 
projects and bring in other industry 
members who might be interested in 
them. This can also increase your 
reputation as an innovative 
organisation.

https://www.mediaroad.eu/wp-content/uploads/2018/06/Website-version-_Innovation-Management-guidelines-report.pdf
https://www.mediaroad.eu/wp-content/uploads/2019/02/benefits-for-all-parties1.pdf


Why should
Sandboxes
work
together?

Innovation happens across Europe and
wider, but it can be hard for any single
startup to travel to work with a
Sandbox due to the cost. It can be a
benefit if a startup can be directed to a
local Sandbox. In a similar way, if a
Sandbox had a successful project, it
can be referred onwards to another
Sandbox to help the startup to extend
its market.
 
It also helps Sandboxes to learn from
each other. Online tools show that it
can be simple and low cost for the
Sandboxes to meet remotely at regular
intervals.

For more information check out:
Sandbox Hub pages at www.mediaroad.eu
Sandbox Toolkit materials
Innovation management guidelines

 

https://www.mediaroad.eu/wp-content/uploads/2019/02/benefits-for-all-parties1.pdf
https://www.mediaroad.eu/about-sandbox-hub


(c) MediaRoad Sandbox Hub 2019




