[bookmark: _z78xee23zum7]Module 11 Study Guide: Roster Import, Identification, Tagging & Platform Upload
[bookmark: _s5mwq63tu4zo]1. Core Learning Objectives & Module Overview (Days 76–82)
Module 11 of the Sports Media Inc. 120-Day Intensive Internal Training Program focuses on digital asset ingested data management, athlete identification, metadata tagging, and secure platform uploads. Operating across Days 76 through 82, this module builds upon photo day capture and asset staging to establish a zero-defect digital workflow prior to gallery publication and e-commerce release.
[bookmark: _d4y2mena6ggi]Core Learning Objectives
· System Mastery:  Navigate and execute operational tasks within the photos.sportsmedia.net portal architecture.
· Contract Authorization Verification:  Enforce mandatory pre-upload verification gates to ensure active, executed contracts exist prior to asset staging.
· Roster Sanitization & PII Protection:  Ingest and structure authorized league rosters using synthetic identifier conventions (ATH-001, ORG-101) while completely removing real minor Personally Identifiable Information (PII).
· Standardized Asset Taxonomy:  Apply standardized folder hierarchies and job naming protocols (YEAR_STATE_CITY_LEAGUE_SPORT_DATE).
· Multi-Modal Athlete Tagging:  Execute manual tagging, jersey/number identification, and optional QR/barcode workflows, adhering to strict compliance rules regarding conditional biometric tools.
· Zero-Defect Quality Assurance:  Perform 100% QA audits to guarantee zero misidentified athletes, complete redaction of opted-out minors, and absolute blocking of inaccurate galleries.
· Private Gallery Security:  Configure private, least-privilege parent galleries featuring password isolation, watermarking, and secure access links.
· SLA Compliance:  Track and maintain the strict 48-hour post-shoot upload Service Level Agreement (SLA).
· Financial Reconciliation:  Master the 50% Net Revenue photographer payout calculation model, distinguishing gross receipts from allowable cost deductions.
[bookmark: _wvubu8ly96w3]Daily Cadence & Learning Architecture
Trainees allocate 4.5 hours daily across four structured operational blocks:
· 60 Minutes Study:  Master curriculum analysis, SOP document review, and platform specification reading.
· 90 Minutes Drills:  Controlled sandbox practice, metadata tagging exercises, and mis-tag detection scenarios.
· 90 Minutes Field / Research / On-the-Job Training (OJT):  Ingesting synthetic sample shoots, validating roster sheets, and building test galleries.
· 30 Minutes Review:  Daily audit, exception logging, and instructor/supervisor debrief.
[bookmark: _o31h5b5s44ij]Required Completion Evidence
To successfully pass Module 11, trainees must generate and archive the following verified deliverables:
1. Sample Private Gallery:  A fully configured, password-protected private test gallery on photos.sportsmedia.net.
2. Metadata Dictionary:  Complete export showing correct mapping of market, organization, session, team, and synthetic athlete IDs.
3. Tagging QA Audit Report:  A verified QA sign-off sheet demonstrating 100% tagging accuracy across test athlete sets, zero misidentifications, and documented opt-out compliance.
[bookmark: _xzwggf2k0wtr]2. Contract-First Authority Gate
The foundational operational rule of Sports Media Inc. is the  Contract-First Authority Gate . Under no circumstances may a photographer, gallery operator, or field team create a platform gallery, ingest raw roster files, or publish images without verified confirmation that the overarching organizational agreement holds an active status of CONTRACT_STATUS == EXECUTED.
[ League/Venue Contract Negotiation ] 
              │
              ▼
    [ CONTRACT_STATUS ] 
              │
      ┌───────┴───────┐
      │               │
 [ EXECUTED ]    [ PENDING / DRAFT ]
      │               │
      ▼               ▼
[ Proceed to Ingest ]  [ HALT WORK: No Gallery Creation, No Roster Ingest, No Publishing ]

[bookmark: _x9ekkksfbapk]Protocol & Enforcement Standards
· Legal Scope Verification:  The municipality, Parks and Recreation department, youth league, or authorized facility vendor must possess actual legal authority to grant photographic access. Exclusivity is never assumed and exists only if explicitly detailed in the executed contract.
· Contract vs. Parent Consent:  Trainees must distinguish between organizational authority and individual parental consent:
· Organizational Authority (League Contract):  Grants physical venue access, operational rights, and schedule coordination. It does  not  substitute for individual child consent where local laws or handbook policies require explicit guardian sign-off.
· Parental / Legal Guardian Consent:  Required prior to photography under the October 2025 Operations Handbook. Written parent/guardian consent and child assent/comfort must be reconfirmed against the official roster before any athlete enters a shooting line or has their data ingested.
· System Gate Execution:  Platform software workflows automatically block gallery instantiation if the associated contract_id in the database is unverified or marked as pending. Attempting to bypass this gate is a critical compliance violation resulting in immediate disciplinary escalation.
[bookmark: _tl5bgyxah9hp]3. Roster Data Ingestion & Sanitization SOP
Roster data contains sensitive minor information. Digital Asset and Gallery Operators must execute strict ingestion and sanitization procedures prior to staging files on photos.sportsmedia.net.
[bookmark: _g4s313yz9bos]System Naming Taxonomy
All job packages, folder structures, and master derivative files must strictly follow the standard job ID taxonomy:
$$\text{YEAR\_STATE\_CITY\_LEAGUE\_SPORT\_DATE}$$
· Example:  2026_CO_LOVELAND_PARKSREC_SOCCER_20261012
[bookmark: _ufhj3r39rsoa]Directory and Storage Hierarchy
Inside the master job container, assets are segregated according to the following strict hierarchy:
$$\text{League} \longrightarrow \text{Season} \longrightarrow \text{Sport} \longrightarrow \text{Division} \longrightarrow \text{Team} \longrightarrow \text{Player ID}$$
[bookmark: _amfgh7q5h0cr]PII Sanitization & Synthetic Identifiers
To prevent unauthorized exposure of child PII in platform metadata, code repositories, or training environments:
· Zero Real Minor PII:  Real minor names, residential addresses, personal phone numbers, and unencrypted parent emails must never be embedded in publicly accessible image EXIF/IPTC metadata, file names, or training sets.
· Synthetic ID Assignment:  Real student/athlete roster rows are mapped to non-public synthetic identifiers upon ingestion:
· ATH-001, ATH-002, ATH-003 (Athlete Identifiers)
· ORG-101, ORG-102 (Organization / League Identifiers)
· TEAM-01, TEAM-02 (Team Identifiers)
· Data Separation:  Parental contact information and guardian mapping files must be stored in restricted, encrypted databases completely decoupled from publicly visible image filenames and web galleries.
[bookmark: _bok9d8dsw0rr]4. Identification & Tagging Protocols
Accurate athlete identification ensures families view only their authorized child’s imagery while safeguarding unauthorized access.
                         [ Image Ingest ]
                                │
                                ▼
                   [ Identification Protocols ]
                                │
   ┌────────────────────────────┼────────────────────────────┐
   │                            │                            │
   ▼                            ▼                            ▼
[ Manual Tagging ]    [ Jersey / Number ]           [ QR / Barcode ]
   │                            │                            │
   └────────────────────────────┼────────────────────────────┘
                                │
                                ▼
                [ Conditional Facial Recognition? ]
                                │
                     ┌──────────┴──────────┐
                    YES                    NO
                     │                     │
                     ▼                     │
         [ Legal/Tech Approval? ]          │
                     │                     │
               ┌─────┴─────┐               │
              YES          NO              │
               │           │               │
               ▼           └───────┬───────┘
      [ 100% Human QA ]            │
               │                   │
               └─────────┬─────────┘
                         │
                         ▼
             [ Publish to QA Gate ]

[bookmark: _2x02guqpwxfv]Primary Tagging Protocols
1. Manual Tagging:  Operators manually map individual hero frames to the corresponding synthetic athlete_id based on field camera logs, check-in sheets, and color-coded team tokens.
2. Jersey / Uniform Number Matching:  Cross-referencing visible uniform numbers against the verified, signed roster sheet. Operators must verify team division and uniform color, as duplicate numbers frequently exist across different divisions within the same league.
3. Physical Slate / ID Cards & Scanning:  When physical slates, QR codes, or barcodes are photographed on-site to mark athlete transitions, these index frames are used exclusively for back-end software sorting.  Mandatory Rule:  Slate and ID card images containing administrative metadata must be stripped or flagged as private and must  never  be exposed inside public or parent-facing galleries.
[bookmark: _2kdb4kz4zibd]Conditional Biometric & Facial Recognition Policy
Biometric or facial recognition identification is a  proposed platform capability , not proof that it is active, deployed, or legally permissive in all regional operational markets.
1. Mandatory Approval Requirements:  Facial recognition tools may only be enabled if there is:
2. Documented legal counsel review confirming jurisdictional compliance.
3. Explicit written consent permissions from parents/guardians covering biometric processing.
4. Completed technical system testing and validation.
5. Prohibition as Sole Authority:  Facial recognition must  never  be used as the sole identification authority. It functions strictly as an automated assistant.
6. 100% Human Verification Rule:  Every single automated association or tag suggested by facial recognition software must undergo manual, line-by-line inspection and confirmation by a human Digital Asset and Gallery Operator before publication.
[bookmark: _74ehxzv53app]5. 100% QA Audit & Verification Gate
The Quality Assurance Gate is an unyielding stop-gap. Inaccurate athlete tagging damages customer trust and introduces severe privacy risks.
[bookmark: _eplfzpkmo6x]The Zero-Misidentification Mandate
· Zero Misidentified Athletes:  The acceptable error rate for incorrect athlete tagging is  0.0% . A single wrong-child image association blocks the release of the entire team or league gallery until remediated.
· Publication Blocking:  If an operator or automated test detects a wrong-player tag, the platform flags the job with QA_STATUS == BLOCKED. Publication capabilities are automatically disabled.
[bookmark: _dc19izj5gen3]Opt-Out & Redaction Verification Protocol
1. Opt-Out Roster Cross-Check:  Prior to gallery rendering, the operator cross-references the image set against the official opt_out roster register.
2. Redaction / Removal Enforcement:  Any child whose parent/guardian has logged an opt-out request or withheld consent must have their individual portraits purged from the upload queue.
3. Team Photo Handling:  If an opted-out child appears in a full-team group photo, the operator must follow specific legal/departmental instructions regarding digital redaction or image suppression. No unauthorized or unconsented minor image may be exposed.
[bookmark: _k3v88phht33w]6. Private Gallery Setup, Password Access & Encryption
Sports Media Inc. enforces strict privacy controls to isolate athlete imagery and restrict viewing strictly to authorized family members.
[ Asset Upload ] ──► [ Encrypted Master Storage ]
                             │
                             ▼
              [ Least-Privilege Access Control ]
                             │
            ┌────────────────┴────────────────┐
            ▼                                 ▼
   [ Private Family Passcode ]      [ Watermark Engine ]
            │                                 │
            └────────────────┬────────────────┘
                             │
                             ▼
               [ Guardian Isolation Test ]
                             │
                             ▼
               [ Approved Public Release ]

[bookmark: _vehfcgv1l66z]Encryption & Asset Protection
· Encrypted Storage:  Master RAW files, working high-resolution TIFF/JPG derivatives, and backup archives must be stored in encrypted cloud repositories (AES-256 standard).
· Watermarking:  All pre-purchase preview proofs displayed on photos.sportsmedia.net must dynamically render protective watermarks across the image matrix to prevent unauthorized screen captures or digital theft.
[bookmark: _3dx5kk49j1vx]Access Control & Least-Privilege Architecture
· Private Family Passcodes:  Galleries must be configured with least-privilege access rules. General public, search-engine-indexed galleries are strictly prohibited for youth sports photography.
· Guardian Access Isolation:  Access controls must ensure that a logged-in parent or guardian possessing a unique direct access link/token can view  only  their authorized child’s individual portraits and the associated team photograph.
· Cross-Child Exposure Prevention:  Prior to gallery activation, the operator must execute a simulated parent access test using a secondary test account to verify that a family cannot navigate laterally into another child's private album.
[bookmark: _6nltewcn92ym]7. 48-Hour Upload SLA Tracker & Handoffs
Sports Media Inc. enforces a strict  48-Hour SLA Target  spanning the time from the conclusion of a field photo shoot to final gallery publishing and parent notification.
T=00h: Shoot End ──► T+12h: Ingest & Backup ──► T+24h: Edit & Tag ──► T+36h: QA Audit ──► T+48h: Publish & Notify

[bookmark: _mn5857n4ivu8]48-Hour Lifecycle Timeline
Time Marker,Phase / Operational Milestone,Responsible Role,Key Output / Verification
T+00 Hours,Shoot Completion & Field Wrap,Field Photographer,Dual-card backup; roster physical check-in sheet logged.
T+12 Hours,"Ingest, Checksums & Offsite Backup",Digital Asset Operator,Storage checksums verified; duplicate local + cloud copy created; job named YEAR_STATE_CITY_LEAGUE_SPORT_DATE.
T+24 Hours,"Culling, Edits & Roster Tagging",Digital Asset Operator,Hero frames selected; exposure/white balance set; synthetic IDs (ATH-001) tagged manually or verified.
T+36 Hours,100% QA Audit & Security Inspection,QA / Gallery Operator,Zero mis-tag audit complete; opt-out list verified; least-privilege passcode test executed.
T+48 Hours,Final Platform Publish & Parent Handoff,Gallery Operator / Commerce Specialist,Private gallery set to PUBLISHED; automated email/SMS notifications routed via league-approved channels.
[bookmark: _lil7szcy091b]SLA Exception Logging
If operational delays occur due to technical outages, severe weather reschedules, or missing league roster data, the operator must log an immediate exception entry in the platform SLA Tracker, recording:
· event_id and league_id
· Root cause of delay (e.g., missing roster mapping sheet, platform server outage)
· Remediation action plan and revised target publication timestamp
· Escalation notification to the Market Captain / City Launch Leader
[bookmark: _jvaspncfwh7u]8. 50% Net Revenue Photographer Payout Model
Photographers operating as independent contractors within the Sports Media Inc. system earn  50% of Net Revenue  generated from qualifying photo-package sales attributable to their assigned shoots, subject to an executed photography-specific independent contractor agreement.
[bookmark: _mxy5dzmcq1xu]Compensation Formula Definition
$$\text{Contractor Payout} = 0.50 \times \text{Net Revenue}$$
Where  Net Revenue  is defined as Gross Customer Package Payments minus explicit, allowable operational pass-through costs:
$$\text{Net Revenue} = \text{Gross Revenue} - \left( \text{Sales Tax Remitted} + \text{Merchant Processing Fees} + \text{Print Lab \& Fulfillment Costs} \right)$$
Note:  Older internship training materials referencing 10% sales commissions are obsolete and completely superseded by the 50% Net Revenue contractor framework. Trainees must never reference legacy 10% structures in current operational planning.
[bookmark: _rke6p9eqc59v]Financial Calculation Breakdown ($79.00 Package Example)
The following table illustrates the exact net revenue breakdown for a standard $79.00 parent package purchase:
Financial Line Item,Formula / Description,Illustrative Value
Gross Package Price,Customer checkout selection ($79.00 bundle),$79.00
Less:  Sales Tax,Collected and remitted directly to state/local tax authority,-$5.00
Less:  Payment Merchant Fee,Credit card / payment gateway processing fee (~3-3.5%),-$2.50
Less:  Print Lab / Fulfillment,"Direct cost of print production, mounting, and lab packaging",-$16.50
Total Net Revenue,Base amount subject to 50/50 split,$55.00
Photographer Share (50%),$55.00 \times 0.50$,$27.50
Sports Media Inc. Share (50%),$55.00 \times 0.50$,$27.50
Crucial Operational Distinction:  The 50% split applies strictly to  Net Revenue ,  never  to Gross Sales. Shipping costs, promotional discount allocations, refunds, chargebacks, and platform usage fees must be fully reconciled per the executed photography contract prior to final payout settlement.
[bookmark: _3de7ctiihq03]9. Applied Exercises, Case Studies & Stage Gate 3 Preparation
[bookmark: _dfdvn62tinhy]Practical Sandbox Exercise: End-to-End Upload & Tag Audit
1. Ingest Setup:  Log into the photos.sportsmedia.net sandbox environment. Create a job container titled 2026_CO_NORTHERN_PARKSREC_SOCCER_20261012.
2. Roster Sanitization:  Ingest a synthetic 15-player test roster. Convert real student names into synthetic IDs (ATH-001 through ATH-015).
3. Batch Tagging:  Upload 30 sanitized test portrait frames (2 frames per athlete). Tag 5 to 10 images using manual tag selection and jersey number matching.
4. Injected Mis-Tag Audit:  The instructor will silently introduce two intentional mis-tagging errors (e.g., placing ATH-004 imagery under ATH-009's profile). Perform a complete line-by-line QA audit, detect the mis-tags, log the exception, and execute corrective re-tagging.
5. Mock Purchase & Revenue Reconciliation:  Simulate a $49.00 package checkout in the sandbox store. Calculate the resulting net revenue and photographer share assuming $3.00 sales tax, $1.50 merchant fees, and $9.50 lab print costs:  $$\text{Net Revenue} = \$49.00 - (\$3.00 + \$1.50 + \$9.50) = \$35.00$$   $$\text{Photographer Share} = \$35.00 \times 0.50 = \$17.50$$
[bookmark: _zgs608umn8f8]Case Study Scenario: The Opt-Out Discrepancy
· Scenario:  During T+24 tagging of a 12U basketball team, an operator discovers that Athlete ATH-012 is marked as "Consented" on the physical sign-in sheet, but holds a documented "Opt-Out / No Photo" flag in the Master CRM Database submitted by the guardian 24 hours post-shoot.
· Correct Procedure:  The Master CRM guardian preference overrides the physical field sheet. The operator must immediately quarantine ATH-012's individual portraits into an unindexed archive folder, redact or remove ATH-012 from the published team frame if necessary, and log an exception report. No images of ATH-012 may be uploaded to the private parent portal.
[bookmark: _eccvu52r4]Stage Gate 3 Preparation (Day 90 Evaluation)
Module 11 directly prepares trainees for  Stage Gate 3: Gallery and Commerce Competence  evaluated at Day 90. To pass Stage Gate 3, trainees must demonstrate:
· A complete, synthetic end-to-end photo upload and QA audit.
· Flawless execution of controlled private gallery access.
· Strict adherence to the 48-hour production cycle.
· 100% accuracy in handling simulated parent ordering, refund, and support scenarios.
[bookmark: _npbmanlt1sr]10. Role Owners, Escalation Routes & Pass/Fail Criteria
[bookmark: _rif5cp9b68vf]Module Operational Governance Matrix
Role Title,Core Module Responsibilities,Primary Deliverables / Systems
Digital Asset & Gallery Operator,"Owns backup, ingest, identification, metadata dictionary, tagging QA, private gallery publication, and 48-hour SLA tracking.","photos.sportsmedia.net, Ingest Logs, QA Audit Checklists."
Field Photographer,"Captures high-quality images, ensures initial field roster/slate alignment, delivers dual card backups within T+12h.","Raw Image Files, Physical Roster Logs, Slate Frames."
Commerce & Customer Support Specialist,"Manages package offerings, checkout QA, print lab routing, parent access tickets, and refund/chargeback accounting.","Order Management System, Support Desk, Lab Handoffs."
Market Captain / City Launch Leader,"Supervise overall city operations, enforce contract-first rules, review SLA exception logs, approve final gallery publishing.","Master Scorecards, Contract Register, Stage Gate Evaluations."
[bookmark: _jekuy2qpz3qj]Mandatory Escalation Protocols (STOP / ESCALATE)
If any of the following critical trigger conditions occur during Module 11 operations, the operator must immediately  HALT ALL PUBLISHING WORK  and notify Program Operations and Legal Contacts:
Critical Trigger Event ──► HALT ALL WORK ──► Escalate to Program Ops & Legal

1. Missing Organizational Contract:  Attempting to process assets for a venue or league lacking an executed, verified contract (CONTRACT_STATUS != EXECUTED).
2. Consent Violation / Opt-Out Breach:  Accidental upload or exposure of an opted-out or unconsented minor’s imagery.
3. Cross-Child Exposure Security Breach:  System failure where a parent passcode grants access to unauthorized children's private folders.
4. Unverified Facial Recognition Deployment:  Attempting to deploy automated facial recognition tools without written legal approval, explicit parent consent, and 100% human verification.
5. Severe System Outage / Hardware Failure:  Data corruption, card failure, or cloud outage threatening the 48-hour delivery SLA.
[bookmark: _oczdvb3eqpi7]Pass / Fail Assessment Criteria
To earn Module 11 certification, trainees must achieve the following performance metrics:
· Module Quiz Score:  Minimum  85%  overall passing score (answers and explanations reviewed).
· Safety, Consent & Opt-Out Protocols:  Mandatory  100%  error-free execution.
· Tagging & Identification Accuracy:  Mandatory  100%  tag accuracy across all test galleries ( 0.0%  misidentification tolerance).
· Financial Calculation Proficiency:   100%  accuracy in calculating Net Revenue and 50% photographer payouts across drill scenarios.
· Practical Field Examination:  Verified supervisor sign-off on synthetic upload, tagging, and mock parent order checkout. Any unresolved critical defect results in an immediate station fail, requiring retraining and re-examination prior to field deployment.

