[bookmark: _wk8bohwe0zj9]Module 15: Managed Northern Colorado OJT Market Launch Policy Handbook & SOP
[bookmark: _yjek8lyczqjm]1. Document Purpose, Scope & Module 15 Context (Days 106–113)
[bookmark: _hthcrjip58pj]1.1 Operational Scope & Objectives
This policy handbook establishes binding operational protocols for Module 15 (Days 106–113) supervised field deployments within the Northern Colorado pilot market launch (encompassing jurisdictions such as Loveland and Johnstown). Module 15 transitions field personnel from controlled sandbox simulations to live, revenue-accountable event execution under direct supervisory oversight.
The mandatory operational focus for all Module 15 market activity is municipal Parks & Recreation departments and their contracted youth sports league operators. Local field photographers, contract coordinators, and gallery operators earn independent national deployment authority exclusively by passing the performance gates established in this handbook. Field personnel must achieve absolute compliance across five mandatory controls:
1. Verification of executed municipal/league contracts prior to event staging.
2. Direct written parental/guardian consent and minor safeguarding enforcement.
3. Complete protection of child data, including sanitized metadata and prohibited public AI uploads.
4. Zero-defect athlete-to-image tagging accuracy.
5. Strict adherence to the 48-hour gallery publication Service Level Agreement (SLA).
[bookmark: _3j171f7l6x47]1.2 Governance & Policy Reconciliation
All field operations must comply with current binding Module 15 rules. Legacy policy references, historical draft manuals, or outdated internship guides are expressly superseded. The matrix below defines the binding operational baseline against legacy references.
Legacy / Historical Reference Rule,Current Binding Module 15 Governance Rule
Legacy 10% Intern Commission : Historical internship manuals referenced a 10% sales commission paid on gross package sales.,"50% Net Revenue Compensation Model : Photographers operate as Independent Contractors paid exactly 50% of Net Revenue (Gross sales minus allowable contractual deductions) under an executed, photography-specific Independent Contractor Agreement (ICA) approved by HR and Legal."
Unrestricted Facial Recognition : Historical marketing concepts referenced automated biometric matching deployed directly across parent-facing galleries.,"Strictly Restricted Biometric AI / Mandatory Manual Tagging : Biometric or AI facial recognition is a restricted platform assistant, not proof of deployment authority or legal clearance. It requires explicit legal clearance, jurisdictional approval, parent consent verification, technical validation, and  100% human visual verification  against rosters prior to publication."
Informal Sales Clearances : Legacy practices permitted staging photo days based on verbal promises or informal coordinator permissions.,"Contract-First Authority Gate (  CONTRACT_STATUS == EXECUTED  ) : Zero field photography, roster ingestion, venue access, or event scheduling may occur without a verified, fully executed contract in the system."
Legacy Entity Substitutions : Historical drafts occasionally referenced Sports Media TV or Dakdan Worldwide as contracting parties.,"Sole Legal Entity : All binding legal contracts, facility releases, independent contractor agreements, and financial distributions must name  Sports Media Inc.  as the exclusive contracting entity."
[bookmark: _9d5fnkf740rb]2. Mandatory Prerequisite: Contract-First Authority Gate
[bookmark: _srfljetrilvl]2.1 Legal Authority & Execution Validation (CONTRACT_STATUS == EXECUTED)
No field operations, venue walkthroughs, photographer assignments, roster ingestions, or scheduling announcements may occur without a verified system status of CONTRACT_STATUS == EXECUTED. Operating without an executed contract constitutes a severe compliance violation and triggers immediate operational suspension.
Field personnel must log and verify the following go/no-go verification pathway in the project management repository prior to Day T–21 of any scheduled event:
1. Executed Municipal / League Agreement : Verify a legally reviewed agreement executed by authorized signers of the municipal Parks & Recreation department or league board. Exclusivity must never be assumed unless explicitly granted in the executed contract terms.
2. Facility Access & Venue Staging Rights : Secure written authorization for specific photography station zones, electrical power access, equipment storage, and emergency egress routing for every host facility.
3. Certificates of Insurance (COI) : Issue and file verified COIs naming the municipality, league, and facility owners as additional insured parties strictly matching contractual requirements.
4. Validated Roster & Schedule Delivery : Ingest official, validated league rosters and game schedules directly from authorized league administrators.
[bookmark: _sjjja2m1temz]2.2 Parental Consent & Guardian Authorization SOP
In compliance with the October 2025 Operations Handbook, minor safety and guardian consent are non-negotiable operational prerequisites.
· Dual Authorization Requirement : A commercial contract with a municipality or league does not grant authority to photograph minor children. Explicit written parental/legal guardian consent and child assent/comfort must be confirmed before any minor is photographed.
· No-Photo Lists & Opt-Out Reconciliation : Field teams must reconcile league rosters against written opt-out requests at T–3 days and perform a final audit at T–1 day. Athletes flagged as "Opt-Out" or lacking written guardian consent must be placed on the official No-Photo List. Color-coded wristbands or check-in tokens must be issued at registration to prevent accidental capture.
· Prohibited Locations & Data Safeguards : Photography is strictly forbidden in restrooms, locker rooms, changing areas, or unapproved off-site locations. Physical identification slates or roster sheets used at check-in must never be exposed or displayed in parent-facing galleries.
· Supervised Work Rules : No adult photographer or staff member is ever permitted to be alone with a minor child under any circumstances. A coach, designated league liaison, or parent/guardian must remain physically present at the photography station throughout all individual and team capture sessions.
[bookmark: _7liqouawgqtn]3. Live Event Execution & Photo Day Run-of-Show SOP
[bookmark: _mb6j4z1ilvew]3.1 Capacity Planning, Station Setup & Staging Architecture
Capacity planning relies on a timed throughput baseline:  12 to 20 minutes per 10-to-15-player team  utilizing two parallel stations (Station A: Team Composition; Station B: Individual Portrait), plus a 5-minute buffer for team transitions.
· Capacity Calculation : An 18-team league requires approximately 6 hours of continuous operation. Leagues exceeding this volume require parallel camera stations scaled with dedicated personnel: one Station Coordinator, one Check-In/Consent Verifier, Field Photographers, and one Roster/QA Assistant.
STAGING ARCHITECTURE & QUEUE FLOW
[ Queue & Check-In Zone ] ──► (Consent Verification & Roster Check)
       │
       ▼
[ Station A: Diagram A ] ──► (Team + Coaches Composition | 3+ Frames)
       │
       ▼ (5-Minute Transition)
[ Station B: Diagram B ] ──► (Individual Portrait + Slate Capture + Ball Prop)
       │
       ▼
[ Egress & Exit Zone ]

[bookmark: _kjlxi4burcw2]Composition & Posing Guidelines
· Diagram A: Team + Coaches Composition
· Setup & Spacing : Position a neutral, wrinkle-free backdrop or an uncluttered field/bleacher scene. Maintain 6 to 8 feet of separation between subjects and the backdrop to eliminate hard cast shadows.
· Posing Architecture : Arrange players in two balanced rows (shorter players seated or kneeling in front, taller players standing behind). Position coaches visibly on the outer flanks or centered in the rear. Ensure no player's face, eyes, or uniform number is obscured.
· Camera & Capture Settings : Camera centered at average team eye level, horizon perfectly level. Focal length set to 35mm–50mm equivalent to avoid edge distortion, aperture f/5.6 to f/8 for deep depth-of-field. Capture a minimum of three (3) full-team frames. Inspect frames immediately on-site for blinks, open eyes, coach inclusion, frame alignment, and focus.
· Diagram B: Individual Athlete Portrait
· Setup & Spacing : Maintain identical foot positioning marks, lighting ratios, and camera distance across the entire league. Position the athlete 4 to 6 feet in front of the backdrop.
· Pose Execution : Position feet shoulder-width apart, body turned at a 30-degree angle to the lens, shoulders squared toward the camera. The athlete holds a sport-specific prop (e.g., basketball, soccer ball) securely at waist or mid-chest height without obscuring uniform logos, jersey numbers, or the face.
· Child Posing Adaptations : For younger youth participants (e.g., primary/elementary age groups), photographers must adapt posing naturally and comfortably. Avoid forcing rigid adult postures; allow natural stance variations while maintaining correct lighting and background separation.
· Capture Framing : Capture head-and-shoulders, three-quarter length, and optional full-length frames. Maintain adequate breathing room around hair, elbows, and prop edges to support downstream digital background isolation and product trimming.
· Physical Slate / ID Card Protocol : Where physical slates or ID cards are utilized for roster matching, photograph the approved slate separately before capturing the athlete's portraits. Slates/ID cards must be tagged specifically for internal indexing, filtered out during culling, and  never exposed in parent-facing galleries .
[bookmark: _ohotc3la3rxl]3.2 Step-by-Step Run-of-Show Chronology
Timeline,Stage / Operational Focus,Mandatory Action Required
T–90 to T–60,Venue Arrival & Safety Inspection,"Arrive on-site 90 minutes prior to first team. Check in with facility manager. Conduct venue safety walk (tape all cable runs securely with gaffer tape, verify backdrop rigging stability). Confirm emergency exits and secure consent/opt-out roster sheets."
T–60 to T–30,Technical Calibration & Test Capture,"Assemble stations. Test exposure, white balance, flash recycling, and background lighting. Perform test image upload to verify connectivity. Verify spare memory cards and charged batteries. Capture calibration test frames using authorized staff."
T–30 to T–10,Briefing & Queue Establishment,"Brief field crew, coaches, and league liaisons. Print final roster sheets. Establish marked queue lines, group token systems, schedule clock, and designate the on-site escalation manager."
T–10 to Start,Team Ingest & Consent Audit,"Receive first scheduled team. Consent Verifier audits team roster, confirms written guardian permissions, verifies opt-out tokens, and confirms coached group sequence."
Event Execution,Active Capture Flow,Execute Diagram A (Team + Coaches) first. Transition immediately to Diagram B (Individual Portraits with ball prop and slate capture). Conduct live completeness check against roster before releasing team.
Every 60–90 min,System Maintenance & Safety Audit,"Rotate memory cards and camera batteries safely. Perform secondary backup checks. Monitor schedule drift, audit capture throughput rate, and enforce mandatory staff hydration breaks."
End of Day,Roster Reconciliation & Field Ingest,Cross-check every scheduled team against total image counts and physical attendance logs. Record approved absences and makeup requests.  Execute two (2) independent secure file backups before formatting memory media.
Within 48 Hours,"Ingest, Tagging & SLA Release","Execute checksum ingest, perform exposure/color grading, complete AI background QA, execute synthetic/manual athlete tagging, complete private gallery QA, obtain supervisor sign-off, and release parent notifications."
[bookmark: _wcekx4q4bogk]4. Child Safety, Data Privacy & Tagging Taxonomy
[bookmark: _qt2f9j4bcoa0]4.1 Data Sanitization & Synthetic Identification Protocol
To protect minor privacy and comply with strict data protection mandates, raw production child imagery, identifiable rosters, and Personally Identifying Information (PII) must never be uploaded, copied, or exposed to unauthorized external environments, public AI platforms, or unapproved training tools.
· Synthetic Identifier Rule : All internal operational documentation, training modules, demonstration manifests, and system testing workflows must strictly utilize synthetic identifiers:
· Synthetic Athlete Identifier: ATH-001, ATH-002, etc.
· Synthetic Organization/League Identifier: ORG-101, ORG-102, etc.
· PII Isolation : Parent names, email addresses, phone numbers, and physical addresses must be stored in encrypted e-commerce databases completely segregated from image metadata, filenames, and directory headers.
[bookmark: _ivbo11cuahsw]4.2 Directory Structure, Metadata & Tagging QA
All digital assets ingested into internal storage and uploaded to photos.sportsmedia.net must adhere to a standardized, immutable naming and folder hierarchy.
[bookmark: _f9y68418xmco]Job Naming Convention
YEAR_STATE_CITY_LEAGUE_SPORT_DATE
Example : 2026_CO_LOVELAND_PARKSREC_SOCCER_20261012
[bookmark: _xgklyxpk7r5m]Hierarchical Directory Taxonomy
[YEAR_STATE_CITY_LEAGUE_SPORT_DATE]
   └── [League]
        └── [Season]
             └── [Sport]
                  └── [Division]
                       └── [Team]
                            └── [Player ID]

[bookmark: _g9hi2zsqyhpa]Metadata & Tagging Quality Assurance
· Standard Metadata Schema : Every asset must contain embedded metadata tags specifying Job ID, Team ID, Event Date, Athlete ID (ATH-XXX), Coach Participation Status, and Consent Verification Code.
· Zero Mis-Tag Policy : Misidentifying a minor child in a parent gallery is classified as a Critical Operational Defect. While automated or AI-assisted matching tools may be utilized as internal organization assistants,  100% human visual verification  against official physical roster sheets is required prior to gallery publication. No automated match may be published unverified.
[bookmark: _w2lrl7178dya]5. 48-Hour SLA Management & Digital Asset Ingestion Workflow
[bookmark: _g6xb4iyrsion]5.1 Card Integrity, Ingest, AI Background Isolation & Redundant Backup Protocol
Digital asset protection requires a multi-stage ingestion and processing workflow executed immediately following event conclusion:
· Verified Checksum Ingestion : Ingest raw memory cards onto local encrypted primary storage using a bit-for-bit checksum transfer protocol. Confirm file counts and byte sizes match source media exactly.
· Master & Working File Separation : Isolate pristine RAW/original capture files in a write-protected directory structure (/RAW_MASTERS). Generate working derivative files (/DERIVATIVES_WORKING) for color correction, cropping, and background masking.
· Redundant Dual Backup Verification : Create a secondary, independent duplicate backup on physically separate encrypted external storage or secure server repository. Memory cards  must not be formatted or reused  until two (2) verified, independent copies are confirmed by system checksums.
· AI Background Removal & Masking QA :
· Approved Editing Environment : Import working derivative portraits into company-authorized editing software (e.g., Photoshop / Lightroom). Work exclusively on duplicate files; never overwrite /RAW_MASTERS.
· Prohibition on Public AI Tools : Strictly forbid uploading child imagery to unapproved public AI web applications or third-party generators.
· 100% Zoom Edge Inspection : Execute automatic subject isolation, then zoom to 100% magnification to inspect and manually refine hair, fingers, ball edges, and jersey boundaries. Eliminate translucent gaps or fringing artifacts.
· Realism & Factual Integrity : Composite isolated subjects onto approved neutral or league-branded backgrounds. Ensure shadow direction, lighting ratios, and subject scale match naturally. Reject hallucinated logos, altered facial features, body shape modifications, or false backgrounds that misrepresent event facts.
[bookmark: _votg895l2xc]5.2 48-Hour Upload SLA Escalation Engine
Complete gallery publication to photos.sportsmedia.net must occur within  48 hours  of shoot completion. When operational exceptions occur, field personnel must execute the following step-by-step escalation protocol across the 0–48 hour timeline:
· Milestone 1: T+12 Hours — Ingestion & Checksum Verification
· Operational Baseline : All media ingested, checksums verified, /RAW_MASTERS locked, and dual redundant backups confirmed.
· Exception Resolution (Upload Delays / Card Read Errors) : If media transfer fails or card corruption occurs, the Photographer logs a Tier 1 Exception Ticket, isolates the media card, and initiates bit-level recovery. Local Lead is notified immediately.
· Milestone 2: T+24 Hours — Editing, AI Masking & Tagging QA
· Operational Baseline : Culling complete, color/exposure corrected, AI background isolation QA verified at 100% zoom, and manual athlete tagging cross-checked against physical rosters.
· Exception Resolution (Missing Images / Erroneous Tags) : If athlete images are missing or roster tags show discrepancies, the Digital Asset Operator halts publishing for that team block. The QA Assistant cross-checks field check-in sheets and physical slate captures to resolve matching errors.
· Milestone 3: T+36 Hours — Private Gallery Staging & Access Testing
· Operational Baseline : Private galleries built on photos.sportsmedia.net, product catalogs ( $29/$ 49/$79) linked, watermarks verified, and permission controls tested via a non-public parent test account.
· Exception Resolution (Permission Exceptions / Platform Faults) : If permission errors allow cross-gallery image visibility or portal staging fails, the operational lead triggers a Tier 3 Escalation to Program Operations and IT Legal. Publication is suspended until access controls pass verification.
· Milestone 4: T+48 Hours — Hard Release Milestone & Parent Notification
· Operational Baseline : Final supervisor sign-off logged, private galleries published, and automated purchase notifications released to authorized parent contacts.
· Exception Resolution (SLA Breach) : If publication exceeds 48 hours, a mandatory SLA Exception Report is generated and submitted to the Director of Field Operations detailing root-cause analysis and corrective actions.
[bookmark: _wgox9woatt6v]6. Photographer Compensation Model: 50% Net Revenue Breakdown
[bookmark: _m3vtwi3f5hw1]6.1 Net Revenue Definition & Calculation Mechanics
Photographers operating under the Sports Media Inc. Module 15 framework are compensated as Independent Contractors based on performance and qualified order conversion.
$$\text{Contractor Payout} = 0.50 \times \text{Net Revenue}$$
· Gross Sales vs. Net Revenue : Gross revenue represents the total customer checkout dollars collected at the e-commerce point of sale. Net Revenue represents the remaining funds  after  allowable, contractually agreed operational deductions are subtracted from gross sales. Net Revenue applies strictly to  settled, qualifying customer orders .
· Allowable Contractual Deductions : Net revenue calculations subtract state and local sales taxes remitted to government authorities, credit card merchant processing fees, and direct print lab fulfillment/manufacturing costs.
· Refunds, Chargebacks & Offsets : Customer refunds, payment chargebacks, non-collectible transactions, and product returns will be debited against future reconciliation cycles as specified in the executed Independent Contractor Agreement (ICA).
· Governance Control : Payout terms, deduction schedules, and payment release timelines are strictly governed by an executed, photography-specific Independent Contractor Agreement (ICA). HR and Legal must explicitly review and approve all contractor onboarding documents prior to assignment.  Sports Media Inc.  is the sole contracting entity.
[bookmark: _ie3h0ve9v7c8]6.2 Standard Order Financial Reconciliation Baseline
The financial figures in Table 6.2 serve as a standard accounting baseline for order reconciliation based on a representative $79.00 baseline package purchase.
Financial Reconciliation Line Item,Transaction Amount,Operational Accounting Description
Gross Package Purchase Price,$79.00,Customer checkout total collected via e-commerce portal.
Less : Sales Tax Remitted,-$5.00,Mandatory local and state sales tax remitted to state authorities.
Less : Payment Processing Fee,-$2.50,Direct merchant card processing fee (~3%).
Less : Print Lab & Fulfillment Cost,-$16.50,"Direct physical product printing, packaging, and lab wholesale cost."
Calculated Net Revenue,$55.00,Total Net Remainder Available for 50/50 Revenue Share
Contractor Share (50%),$27.50,Final payout allocated to assigned Field Photographer.
Sports Media Inc. Share (50%),$27.50,"Retained margin for platform hosting, administration, and ops."
MANDATORY LEGAL WARNING & CONTRACT CALLOUT :
The financial figures in Table 6.2 establish an accounting baseline. Actual line-item deduction values, shipping allocations, promotional discounts, platform hosting fees, chargeback reserves, and return policies  must be expressly defined in the photographer's executed Independent Contractor Agreement (ICA) . No verbal agreements or informal rate sheets apply. All contracting documents must explicitly name  Sports Media Inc.  as the contracting legal entity.
[bookmark: _qa7kkhy4fmtc]7. Applied Exercise & Pass/Fail Evaluation Criteria
[bookmark: _pcbzinojiedr]7.1 Module 15 Applied Exercise: Northern Colorado Supervised OJT Field Practicum
Trainees must complete a supervised, live field practicum within the Northern Colorado pilot market (e.g., Loveland or Johnstown Parks & Recreation leagues).
[bookmark: _fmnytdfwk0jj]Trainee Task Execution Requirements
1. Contract & Roster Audit : Verify that the target league displays CONTRACT_STATUS == EXECUTED. Import the official league roster sheet, verify parent consent markers, and reconcile exactly one (1) opt-out/no-photo participant to test roster containment.
2. Field Execution : Execute a live photo day staging three (3) scheduled teams (10 to 15 players per team). Capture Diagram A (Team + Coaches) and Diagram B (Individual Portraits holding sport props and physical slate captures) for all participating minor athletes using standard camera settings and backdrop spacing.
3. Ingestion & Redundant Backup : Perform bit-for-bit checksum transfer to primary storage. Create a second independent encrypted backup before formatting media. Log transfer verification details in the field register.
4. AI Background QA, Tagging & Sanitization : Process working derivatives using approved background isolation workflows. Zoom to 100% to verify edge quality. Group images using YEAR_STATE_CITY_LEAGUE_SPORT_DATE. Apply metadata tags assigning synthetic athlete IDs (ATH-001 through ATH-035). Perform 100% manual QA to confirm zero mis-tags.
5. Gallery Upload & E-Commerce Testing : Stage the private gallery on photos.sportsmedia.net within the 48-hour SLA window. Configure $29, $49, and $79 package offerings. Execute an end-to-end mock checkout test using a non-public parent test account.
6. Financial Settlement Audit : Compile a formal order reconciliation statement calculating exact 50% Net Revenue contractor payouts based on test checkout transactions, accounting for lab deductions and processing fees.
[bookmark: _a093aadfcw9f]7.2 Certification Thresholds & Pass/Fail Rubric
Evaluation Area,Passing Requirement,Scoring Metric / Defect Standard,Timeline-Bound Remediation Path
Knowledge Assessment,85% Minimum Score,"Comprehensive written evaluation covering SOP rules, SLAs, and mechanics.",Mandatory 24-hour retake window for written assessment re-examination.
"Safety, Guardian Consent & Roster Privacy",100% Required (Zero Tolerance),"Absolute compliance with minor consent logs, opt-outs, slates, and supervised work rules.",Immediate field suspension and mandatory 4-hour re-training on minor safeguarding prior to re-evaluation.
Athlete Tagging & Mapping Accuracy,100% Verified Mapping (Zero Mis-Tags),Zero misidentified athletes exposed in staged or live galleries.,Mandatory 100% manual re-audit of assets and 2-hour re-tagging practical drill.
48-Hour Upload SLA Compliance,100% On-Time Execution,Complete end-to-end upload and staging completed within 48 hours of shoot end.,Submission of root-cause delay report and mandatory 24-hour upload re-test.
Field Operations & Composition Check,Supervisor Pass Sign-Off,"Direct field observation confirming correct posing, exposure, backdrop spacing, and safety.",Field station re-evaluation within 48 hours; repeat simulated station drills.
[bookmark: _ntav6nh0usil]7.3 Escalation Protocol & Stop-Work Authority
Field operators and trainees possess absolute  Stop-Work Authority . Capture operations, image processing, or gallery publication must be immediately suspended, and formal escalation triggered to Program Operations and Legal Counsel, upon encountering any of the following mandatory trigger events:
· Missing / Unverified Contract Execution : Operations attempted without confirmed CONTRACT_STATUS == EXECUTED.
· Unverified Parent/Guardian Consent : Absence of documented parent/guardian authorization for a minor child.
· Child Distress / Explicit Decline : A minor child verbally declines participation or exhibits distress (must be respected immediately regardless of parental consent).
· Unsafe Field / Station Conditions : Loose, un-taped cabling, unstable backdrop rigging, extreme weather, or physical venue hazards.
· Data Security Breach / Wrong-Child Gallery Exposure : Exposure of a minor's imagery to an unauthorized user or incorrect private gallery link.
· Unapproved AI / Biometric Technology Over-Reliance : Attempting to publish galleries using unverified automated facial recognition without 100% human visual confirmation.
Escalation Sequence : Notify Market Captain / Trainer immediately  $\rightarrow$  Issue Field Exception Ticket  $\rightarrow$  Contact Program Operations & Legal Governance Lead  $\rightarrow$  Halt affected capture/publication until formal written clearance is issued by Legal.

