[bookmark: _rzyxp81kufea]Module 08: Individual Athlete Photos & Inclusive Child-Centered Direction - Policy Handbook & SOP
[bookmark: _4cq3a6xpyhra]1. Administrative Framework & Core Operating Parameters
[bookmark: _fuuqxmhagwx4]Context & Strategic Importance
Within the Sports Media Inc. 120-Day Academy Curriculum, Module 08 (spanning Days 53 to 60) represents the operational tipping point where technical camera mastery, line throughput discipline, and uncompromising child safeguarding protocols converge. Designed primarily for Parks & Recreation municipal deployments—and field-tested within the Northern Colorado supervised pilot market—individual athlete photo capture serves as the primary revenue engine for Sports Media Inc. This operational phase transforms verified administrative readiness into parent-facing retail media assets.
However, speed and commercial targets must never compromise compliance. Capturing individual athlete portraits is not merely a technical task; it is a legally bounded operational procedure that bridges contract enforcement, municipal risk mitigation, brand reputation, and commercial monetization. A failure in administrative controls during an individual portrait shoot directly threatens the legal viability of private family galleries, invalidates sales attribution, and exposes the organization to severe legal liability.
[bookmark: _l0oqxmrim6qe]Source & System Verification Notice
To maintain strict compliance with corporate governance and curriculum standards, all operational parameters, system features, and training procedures within this document are classified under three distinct operational statuses:
· Source-Derived Parameters (Binding Policy):  50% Net Revenue compensation formula (defined in the October 12, 2026 Photographer Revenue Addendum); mandatory Two-Adult Visibility Rule; 48-hour post-shoot upload SLA to photos.sportsmedia.net; contract-first execution rule (CONTRACT_STATUS = EXECUTED); zero public minor PII protection mandate; Parks & Recreation priority buyer orientation.
· Proposed Training Design (Standard Operating Procedures):  Stage Gate 2 rubric domain weightings (25 points per domain); synthetic 20-athlete field exercise inject scenarios; color-coded token and slate-card check-in workflows; age-band direction verbal scripts.
· Requires Live System Verification (Technical Environment Rules):  Automated database access lock triggers linked to CONTRACT_STATUS; live merchant payment processing fee deductions; continuous cloud backup synchronization; automated gallery release controls.
[bookmark: _h9ijklf80wr4]Operational Scope & Core SLAs
All field photography operations must adhere strictly to standard operational SLAs, mandatory database controls, and zero-trust minor personally identifiable information (PII) parameters. Field activities are governed by the contract-first execution rule: no team roster may be loaded into field capture software, and no camera station may be activated, unless the municipal or league contract status is explicitly set to executed (CONTRACT_STATUS = EXECUTED). Following capture, field photographers and digital asset operators face a non-negotiable 48-hour upload deadline to photos.sportsmedia.net.
Parameter / Field Category,System / Database Identifier,Operational Standard & Validation Rule,SLA / Compliance Target
Organization Contract Status,ORG-101,Prerequisite Gate: CONTRACT_STATUS = EXECUTED. Absolute system blocker for roster loading and field deployment. Primary buyer focus: Parks & Recreation departments.,100% pre-shoot verification
Athlete Identification,ATH-001 through ATH-020,"Synthetic internal mapping ID. Public minor PII (full legal names, home addresses, contact details) strictly prohibited in file names and visible metadata.",100% roster-to-image matching accuracy
Venue Authorization,VEN-202,"Confirmed written facility access, power safety check, and safe zone identification (e.g., Northern Colorado pilot sites).",Final go/no-go at T-24 Hours
Asset Ingestion & Upload,photos.sportsmedia.net,"Secure card copy, dual checksum verification, culling, manual tagging, and upload to portal.",48 Hours  post-shoot maximum
Zero-Trust Minor PII Protection,Asset Metadata / Naming,"Parent contact details and minor names kept completely isolated from public image files, filenames, and access tokens.",Zero public PII exposure
[bookmark: _ojxkagih32wv]Financial & Compensation Model
Field photographers operating under approved independent contractor agreements are compensated based on performance and net sales attribution. The photographer earns  50 percent of net revenue  derived from qualifying photo-package sales (e.g., $29 basic, $49 standard, $79 premium packages) directly attributable to their assigned individual portrait sessions.
Mandatory Policy Supersession Note:  Legacy training materials, historical 2025 intern handbooks, and older marketing collateral referenced a 10% gross sales commission. Under current corporate policy (effective October 12, 2026), that legacy rate is entirely superseded. Trainees and field contractors are paid strictly per the 50% Net Revenue formula defined in the  Photographer Revenue Addendum , following legal execution of a photography-specific independent contractor agreement.
Net revenue is defined as the gross customer checkout price less allowable direct transaction and fulfillment deductions. The table below illustrates the deduction hierarchy used to establish Net Revenue and the resulting 50 percent photographer payout:
Revenue Breakdown Step,Illustrative Calculation,Deductibility & Calculation Rule
Gross Package Purchase Price,$79.00,Total price paid by parent/guardian at checkout.
Less: Sales Tax Collected,-$5.00,Remitted directly to state/local tax authorities; excluded from gross margin.
Less: Merchant Processing Fee,-$2.50,Direct credit card payment processing transaction cost (~2-3%).
Less: Lab Print / Fulfillment Cost,-$16.50,Direct cost of goods sold (COGS) for physical prints and digital fulfillment.
Calculated Net Revenue,$55.00,Base Subject to 50% Split
Photographer Share (50%),$27.50,Payout allocated to the primary field photographer of record.
Sports Media Inc. Share (50%),$27.50,"Operational share covering platform hosting, administration, and overhead."
Note: The financial figures above serve as an illustrative calculation based on standard package benchmarks. Exact deduction lines (including shipping, platform handling, volume discounts, and chargebacks) are governed strictly by the final legally executed contractor agreement.
[bookmark: _ncfoh7imm0rh]Connective Tissue
While robust administrative controls and transparent compensation models structure the commercial operations, these business mechanisms are entirely dependent on establishing an uncompromising baseline of physical safety and child protection on the field.
[bookmark: _ep610q76v5sv]2. Child Protection Policy & Safeguarding Mandates
[bookmark: _qdghjzhrmc6e]Context & Strategic Importance
Child safety is an absolute prerequisite to all field operations. Safeguarding compliance is framed not merely as legal risk mitigation or corporate policy adherence, but as the non-negotiable operational baseline for Sports Media Inc. No commercial target, throughput rate, or scheduling pressure takes precedence over the emotional and physical safety of a minor child.
[bookmark: _oc49vphfskkg]Two-Adult Visibility Rule & Physical Proximity
Field photographers, digital asset operators, and field staff must strictly enforce the  Two-Adult Visibility Rule  across all setup zones:
· Zero Alone Time:  No photographer, staff member, or volunteer may ever be alone with a minor child under any circumstances, whether at the camera station, in queue lines, or in transit.
· Line-of-Sight Setup:  Camera stations, queue lines, check-in tables, and staging areas must be positioned in open, well-lit spaces with completely unobstructed line-of-sight visibility across all active zones.
· Physical Distance Buffer:  Photographers must maintain an operational buffer distance of at least 4 to 6 feet from the athlete at all times. Direct physical contact to adjust posture, smooth clothing, fix hair, or position equipment is strictly prohibited. All posing guidance must be delivered verbally or demonstrated by the photographer.
[bookmark: _i8jsy9o5kzx0]Parent/Guardian Presence & Opt-Out Protocols
Individual portrait sessions require continuous adult supervision and rigorous tracking of parental choices:
1. Parent / Chaperone Requirement:  Unchaperoned minors who present at the check-in line without a parent, legal guardian, designated team coach, or authorized municipal liaison present must be held in the designated queue buffer area. Individual portrait capture is paused until a verified chaperone is physically present within visual line-of-sight.
2. Opt-Out Enforcement:  If an athlete is flagged as an "Opt-Out" or "No Photo" on the verified roster (CONSENT_STATUS = NO / OPT-OUT), check-in personnel must divert the child around the camera station. Photographers are strictly forbidden from taking "test shots," alignment frames, or administrative reference photos of opt-out participants.
[bookmark: _1v6x3o86e0m9]Prohibited Conduct Code
Violation of any item in the following Prohibited Conduct Code results in immediate termination of field authority, ejection from the venue, and mandatory legal and statutory reporting:
· STRICTLY PROHIBITED:  Direct physical touching or manual positioning of minor athletes (all posture adjustments must be communicated verbally or demonstrated visually by the photographer).
· STRICTLY PROHIBITED:  Engaging in private, one-on-one off-station interactions, conversations, or unmonitored movements with a minor child.
· STRICTLY PROHIBITED:  Uploading minor athlete images to unapproved public AI tools, non-company software applications, or personal cloud drives.
· STRICTLY PROHIBITED:  Direct off-platform sales, cash transactions, or personal arrangements with parents or coaches outside the photos.sportsmedia.net infrastructure.
· STRICTLY PROHIBITED:  Capturing images, videos, or behind-the-scenes content of minors using personal cell phones, personal cameras, or unauthorized secondary devices.
Statutory Safeguarding Escalation Mandate:  In the event of suspected physical abuse, illegal contact, or severe endangerment involving a minor child, field personnel must recognize that internal reporting is not sufficient. In addition to notifying the  Operations Director  and  Legal Counsel  within 1 hour, field staff are legally obligated to comply with local statutory child abuse and safeguarding reporting laws by immediately contacting local law enforcement or child protective service authorities.
[bookmark: _n46tc6pevqzr]Connective Tissue
Clear safeguarding boundaries establish physical safety on site, but verifying the legal authorization to capture an athlete's image requires a systematic gatekeeping process before any camera button is pressed.
[bookmark: _b6wh8lv6jevx]3. Guardian Consent & Contract Gatekeeper Procedure
[bookmark: _1j7s4jizmqsl]Context & Strategic Importance
Pre-capture consent verification is a non-negotiable legal prerequisite. Photographers and check-in staff must distinguish between a league/municipal facility access contract (which grants physical venue access) and parental consent (which authorizes the capture, processing, and private publication of a minor's image). Capturing an image without verified consent invalidates gallery publication, wastes operational resources, and exposes Sports Media Inc. and municipal partners to severe legal liability.
[bookmark: _tx5edeyfyugz]Contract-First Gate Verification
Before any field personnel deploy or roster data is ingested into production software, the system enforces an automated status check. The system gate checks CONTRACT_STATUS for the organization identifier (e.g., ORG-101). If the status is draft, pending, or unverified, all roster imports and check-in tokens are automatically locked.
+-----------------------------------------------------------------------------------+
|                            CONTRACT VERIFICATION GATE                             |
+-----------------------------------------------------------------------------------+
                                         │
                                         ▼
                 /-----------------------------------------------\
                < Is CONTRACT_STATUS == EXECUTED for ORG-101?     >
                 \-----------------------------------------------/
                                  │             │
                         YES      │             │      NO
              ┌───────────────────┘             └───────────────────┐
              ▼                                                     ▼
+---------------------------+                         +---------------------------+
| UNLOCK SYSTEM             |                         | SYSTEM LOCKOUT            |
| Roster Ingestion Allowed  |                         | Photography Prohibited    |
| Station Setup Enabled     |                         | Roster Import Blocked     |
+---------------------------+                         +---------------------------+

[bookmark: _5v2g2edtrej5]Pre-Frame Consent Verification Workflow
To guarantee zero unauthorized image captures, check-in tables must execute a four-step physical and digital verification protocol before an athlete approaches the camera station:
+-----------------------------------------------------------------------------------+
| STEP 1: Roster Search & Identity Check                                            |
| Check-in operator searches athlete name against authorized ORG-101 roster.        |
+-----------------------------------------------------------------------------------+
                                         │
                                         ▼
+-----------------------------------------------------------------------------------+
| STEP 2: Consent Status Audit                                                      |
| Verify explicit written parent/guardian consent flag (`CONSENT_STATUS` = YES).    |
| IF OPT-OUT / NO PHOTO ──► Direct athlete around station; Log in exception file.   |
+-----------------------------------------------------------------------------------+
                                         │
                                         ▼
+-----------------------------------------------------------------------------------+
| STEP 3: Synthetic ID Token Assignment                                             |
| Issue color-coded group token or physical slate card containing synthetic ID       |
| (e.g., ATH-001 through ATH-020). Token links athlete to roster record safely.     |
+-----------------------------------------------------------------------------------+
                                         │
                                         ▼
+-----------------------------------------------------------------------------------+
| STEP 4: Camera Station Handoff & Slate Frame                                      |
| Athlete carries token to station. Photographer photographs slate card FIRST to     |
| lock image sequence in camera metadata before taking portrait frames.             |
+-----------------------------------------------------------------------------------+

[bookmark: _bd8lx62tvbpv]Biometric & Facial Recognition Policy
Biometric facial recognition technology is classified strictly as a  proposed platform feature  under evaluation and is  not  an authorized primary identification method.
· Manual Verification Mandate:  Manual physical slate/token verification (matching ATH-001 to slate card frames) is the mandatory primary athlete identification authority.
· Zero Sole Authority:  Facial recognition algorithms must never serve as the sole tagging authority or automatically release galleries.
· Human-in-the-Loop:  100% human verification by a Digital Asset Operator is required prior to releasing any gallery to private parent portals.
[bookmark: _z0scvju57ju]Connective Tissue
Once legal authorization is verified and a synthetic identifier is assigned, the field photographer must pivot from administrative compliance to executing inclusive, age-appropriate, child-centered photo direction.
[bookmark: _o7q396mbju05]4. Age-Band Direction Standards & Inclusive Accommodation Protocols
[bookmark: _e1ldhb3bvher]Context & Strategic Importance
Child-centered direction standards ensure that every athlete experiences a supportive, empowering, and professional portrait session. Tailoring communication to specific developmental age bands reduces performance anxiety, optimizes line throughput, and ensures natural, high-quality facial expressions without resorting to forced smiles, physical touching, or rigid positioning.
[bookmark: _5iv9kekgq6z9]Direction Standards by Age Band
+-----------------------------------------------------------------------------------+
|                            AGE-BAND DIRECTION MATRIX                              |
+-----------------------------------------------------------------------------------+
| 1. EARLY CHILDHOOD (Ages 4 to 7)                                                  |
|  • Focus: Playful engagement, simple physical anchors, rapid capture speed.       |
|  • Positioning: Lower camera lens height to child's eye level. Keep moves micro.  |
|  • Verbal Script: "Hold the ball with two hands right in front of your belly button |
|    like it's a dinosaur egg! Stand on the magic red tape feet stickers. Freeze like |
|    a statue... Big smile!"                                                        |
+-----------------------------------------------------------------------------------+
| 2. MIDDLE CHILDHOOD (Ages 8 to 12)                                                |
|  • Focus: Action readiness, team pride, clear directional cues.                   |
|  • Positioning: Angled shoulders (45 degrees), weight balanced on back foot.       |
|  • Verbal Script: "Turn your shoulders toward the left light, but spin your eyes    |
|    right back to my lens. Pull that basketball tight into your ribs so the league   |
|    logo faces me. Head up, proud chest, show me your game face!"                  |
+-----------------------------------------------------------------------------------+
| 3. YOUTH / HIGH SCHOOL (Ages 13 to 18)                                            |
|  • Focus: Athletic posture, professional polish, efficiency, confidence.          |
|  • Positioning: Shoulder-width stance, chin slightly extended to eliminate shadow.|
|  • Verbal Script: "Square up slightly, shoulder-width stance with a 15-degree turn.|
|    Tuck the ball securely under your right arm. Chin forward a fraction of an inch, |
|    eyes right down the center of the lens. Perfect."                              |
+-----------------------------------------------------------------------------------+

[bookmark: _18o5wa5el26r]Accommodation Protocol for Mobility and Sensory Needs
Field photographers must immediately adapt station geometry to accommodate athletes with mobility devices or sensory sensitivities, guaranteeing full inclusion without drawing unwanted attention to the child.
[bookmark: _ujkxwr3gfr9p]Mobility Accommodations (Wheelchairs, Crutches, Braces)
· Station Adaptation:  Do not ask athletes using mobility devices to alter their seating, remove supports, or leave their devices. Never touch or move a mobility device.
· Camera Axis Adjustment:  Lower the tripod setup so the camera optical axis sits at exact eye level with the seated or supported athlete.
· Framing & Prop Positioning:  Frame poses naturally to incorporate mobility devices. Position sports equipment securely on the athlete's lap or within their natural arm reach, ensuring props do not obscure jersey numbers or team logos.
[bookmark: _gukf0gpg0mb0]Sensory Accommodations (Flashing Lights, High Noise, Touch Aversion)
· Lighting Modalities:  If an athlete is sensitive to high-intensity strobe flashes, instantly switch station lighting to continuous modeling lights or high-ISO ambient illumination.
· Acoustic & Environmental Controls:  Lower verbal instruction volume. Minimize queue noise by asking waiting athletes to step back 10 feet. Use non-verbal visual demonstrations (e.g., photographer holding a target ball to show posture) rather than loud verbal directives.
· Zero Touch Markers:  Enforce strict physical distance; rely exclusively on visual floor tape markers for positioning.
[bookmark: _w7nflq2dajtb]Connective Tissue
With age-appropriate verbal techniques and inclusive accommodation protocols established, the field photographer applies these standards directly within the standard individual capture sequence.
[bookmark: _2cpixb2jcjby]5. Step-by-Step Individual Capture SOP & Refusal Protocol
[bookmark: _eaiwj3a4p8pl]Context & Strategic Importance
Executing a standardized capture sequence guarantees operational efficiency while protecting athlete autonomy. Per the  First Photo Day Field Manual , field teams must operate to a strict throughput capacity target:  12 to 20 minutes per 10 to 15 player team  across two active stations, plus a 5-minute buffer for team transitions. Maintaining this pace requires strict adherence to chronological capture steps.
[bookmark: _cgj4ru782kck]End-to-End Individual Capture Sequence
+-----------------------------------------------------------------------------------+
| STEP 1: Roster and Token Re-verification                                          |
| Cross-check physical slate/token (ATH-001) against check-in sheet. Confirm jersey  |
| number matches the roster assignment exactly.                                     |
+-----------------------------------------------------------------------------------+
                                         │
                                         ▼
+-----------------------------------------------------------------------------------+
| STEP 2: Staging, Foot Placement & Distance                                        |
| Direct athlete to stand on floor markers, positioned 4 to 6 feet in front of the   |
| neutral backdrop to eliminate harsh background drop shadows.                      |
+-----------------------------------------------------------------------------------+
                                         │
                                         ▼
+-----------------------------------------------------------------------------------+
| STEP 3: Camera Settings & Framing Margins Lock                                    |
| Ensure level horizon and eye-level lens height. Aperture f/5.6 to f/8; Manual.    |
| CRITICAL: Leave ample breathing room around hair, elbows, equipment, and props    |
| for automated background removal and print product cropping (8x10, 5x7, wallets).|
+-----------------------------------------------------------------------------------+
                                         │
                                         ▼
+-----------------------------------------------------------------------------------+
| STEP 4: Pose Execution                                                            |
| Instruct athlete using age-band script. Position ball securely at waist/chest     |
| level without obscuring jersey logo, jersey number, or facial features.           |
+-----------------------------------------------------------------------------------+
                                         │
                                         ▼
+-----------------------------------------------------------------------------------+
| STEP 5: Capture Sequence                                                          |
| Frame 1: Slate/Token Frame (Metadata Lock)                                        |
| Frame 2: Head-and-Shoulders Tight Portrait                                        |
| Frame 3: Three-Quarter Athletic Stance (Hero Frame)                               |
| Frame 4: Optional Full-Length / Action Pose                                       |
+-----------------------------------------------------------------------------------+
                                         │
                                         ▼
+-----------------------------------------------------------------------------------+
| STEP 6: Roster Reconciliation and Egress                                          |
| Confirm captured frame numbers are logged against ATH-001. Direct child along     |
| marked exit path back to coach/parent chaperone.                                  |
+-----------------------------------------------------------------------------------+

[bookmark: _gsmaom4mejoq]Refusal and Re-Approach Protocol
If an athlete actively declines to be photographed, exhibits emotional distress, or demonstrates non-verbal resistance (e.g., crying, turning away, hiding face), staff must execute the  Zero-Coercion Protocol :
1. Immediate Pause:  Photographers and staff must immediately stop capturing frames. Never coerce, pressure, bribe, or intimidate a child into posing.
2. Chaperone Engagement:  Step back and invite the present parent, guardian, or coach to engage directly with the child.
3. Passive Cool-Down Period:  Offer the child the option to step aside to a designated passive staging area to observe peers without pressure.
4. Gentle Re-Approach (Single Attempt):  After a cool-down period, if—and only if—the child and parent express willingness, attempt one gentle re-approach.
5. Permanent Decline Logging:  If the child still declines, respect their autonomy completely. Log the child's status on the field sheet as "Athlete Refused / Uncaptured", inform the field supervisor, and notify digital asset operators to prevent roster matching errors.
[bookmark: _czkgzs239o4h]Connective Tissue
Capturing images in accordance with proper capture discipline produces RAW field assets that must be systematically evaluated against physical and technical disqualification parameters before upload.
[bookmark: _p2gy8yku1jeo]6. Frame Disqualification Criteria & Quality Assurance
[bookmark: _4kl638vvg36]Context & Strategic Importance
Submitting low-quality, improperly framed, or misidentified images to post-production causes severe operational bottlenecks, delays the 48-hour upload SLA, increases manual editing costs, and destroys customer conversion. Immediate field culling against clear disqualification thresholds prevents bad assets from entering the ingestion pipeline.
[bookmark: _kng9108rzy0x]Technical & Compositional Disqualification Thresholds
Quality Parameter,Compliant / Pass Criteria,Disqualification Trigger (Immediate Fail)
Focus & Sharpness,Sharp focus locked on the child's iris/eyes at 100% crop view.,"Soft focus, motion blur, autofocus misfire on backdrop or shoulder."
Lighting & Exposure,Balanced face illumination; neutral white balance; zero highlight clipping.,"Underexposed faces (>1.5 stops), blown-out highlights on white jerseys, heavy flash drop-off."
Pose & Orientation,"Athletic, natural posture; feet balanced; shoulders angled cleanly.","Slouching, turned completely away from camera, awkward body contortions."
Jersey Visibility,Jersey number and primary team sponsor logo clearly visible and unobstructed.,Arms or sports equipment crossing and completely hiding jersey number or logo.
Ball & Prop Placement,Ball held cleanly at waist/chest; edges completely clear of chin and face.,"Ball blocking face, obscuring chin, or held out of frame bounds."
Shadow & Backdrop Clearance,Athlete 4–6 ft ahead of backdrop; zero backdrop edge bleed or background drop shadows.,"Athlete standing too close (heavy background shadow cast), backdrop frame/edges showing."
AI Background Edge Integrity,"Clear breathing room around hair, fingers, ball edges, and elbows to enable automated mask isolation.",Tight cropping cutting off elbows/hair/ball edges; translucent gaps blending with backdrop.
Expression / Child Distress,"Confident, neutral, or happy natural facial expression.","Visible crying, distress, extreme grimacing, closed eyes/blinking across all frames."
+-----------------------------------------------------------------------------------+
|                            FRAME CULLING AUDIT FLOW                               |
+-----------------------------------------------------------------------------------+
                                         │
                                         ▼
                 /-----------------------------------------------\
                < Passes ALL Compliant Criteria in Table Above?   >
                 \-----------------------------------------------/
                                  │             │
                         YES      │             │      NO
              ┌───────────────────┘             └───────────────────┐
              ▼                                                     ▼
+---------------------------+                         +---------------------------+
| INGEST & TAG              |                         | IMMEDIATE FIELD CULL      |
| Queue for Portal Upload   |                         | Delete Frame; Reshoot     |
| (photos.sportsmedia.net)  |                         | Prior to Athlete Egress   |
+---------------------------+                         +---------------------------+

[bookmark: _7wbkk3yk4v7w]Connective Tissue
Mastering capture criteria, technical requirements, and safeguarding mandates culminates in the formal Stage Gate 2 evaluation, where trainees must prove operational competence under supervisor assessment.
[bookmark: _sg6wz3z1z8t1]7. Stage Gate 2 (Day 60) Field Competence Rubric
[bookmark: _crw7fccgp98v]Context & Strategic Importance
Stage Gate 2 (Day 60 Field Competence) serves as the formal gateway in the 120-Day Academy Curriculum. Earning passing scores on this practical exam transitions a trainee from supervised status to holding authorized field authority. It ensures that no photographer operates independently without verifying absolute competence across technical, administrative, and safeguarding requirements.
[bookmark: _280951lrp1yi]Scored Competency Evaluation Rubric
+-----------------------------------------------------------------------------------+
|                        STAGE GATE 2 FIELD COMPETENCE RUBRIC                       |
+-----------------------------------------------------------------------------------+
| DOMAIN 1: SAFEGUARDING & TWO-ADULT RULE ADHERENCE                                |
| Allocation: 25 Points Maximum                                                     |
| Criteria: Maintains constant line-of-sight; strict adherence to Two-Adult Rule;    |
| absolute zero physical touching; correct queue management and chaperone checks.     |
| Scoring: 25 pts = Perfect compliance; 0 pts = ANY single safety breach.           |
+-----------------------------------------------------------------------------------+
| DOMAIN 2: CONSENT VERIFICATION & ROSTER TAGGING                                  |
| Allocation: 25 Points Maximum                                                     |
| Criteria: Verifies CONTRACT_STATUS = EXECUTED; correlates synthetic IDs           |
| (ATH-001 to ATH-020) with slate cards; zero unauthorized opt-out captures.         |
| Scoring: 25 pts = 100% tagging accuracy; 0 pts = Single opt-out/unconsent frame.  |
+-----------------------------------------------------------------------------------+
| DOMAIN 3: TECHNICAL CAPTURE QUALITY & THROUGHPUT SPEED                           |
| Allocation: 25 Points Maximum                                                     |
| Criteria: Focus, exposure, eye-level camera height, proper ball placement, and     |
| backdrop clearance; achieves capacity target (12-20 mins per 10-15 player team). |
| Scoring: 25 pts = Masterful quality & pace; 15 pts = Minor delays; 0 pts = Fail.  |
+-----------------------------------------------------------------------------------+
| DOMAIN 4: CHILD-CENTERED DIRECTION & REFUSAL MANAGEMENT                          |
| Allocation: 25 Points Maximum                                                     |
| Criteria: Demonstrates clear age-appropriate verbal direction scripts; handles      |
| accommodations smoothly; applies zero-coercion protocol perfectly on refusal.    |
| Scoring: 25 pts = Flawless child engagement; 10 pts = Poor scripts; 0 pts = Coercion. |
+-----------------------------------------------------------------------------------+

[bookmark: _dfdrhkzfv7zo]Overall Pass Thresholds & Mandatory Kill-Switches
· Minimum Overall Score Required:   85% (85 out of 100 total points) .
· Mandatory Non-Negotiable Gate:   100% Score Required on Domain 1 (Safeguarding) and Domain 2 (Consent Verification) .
· Automatic Failure Trigger:  A single failure in child safeguarding, an unconsented athlete capture, or a deliberate breach of the two-adult rule results in an immediate zero grade for the exam and suspension of field authority.
[bookmark: _7o9vd7n8unl3]Connective Tissue
To operationalize the evaluation rubric, trainees must apply these skills in a realistic simulation exercise designed to replicate high-pressure field conditions.
[bookmark: _voezrbit1urr]8. Applied Field Exercise: Synthetic 20-Athlete Simulation
[bookmark: _dzqw8iknosc2]Context & Strategic Importance
The Module 08 practical exercise simulates a live 20-athlete youth sports portrait session under real-world timing, technical, and compliance constraints, framed around the primary buyer context of municipal Parks & Recreation departments (modeled after the Northern Colorado pilot deployment). Trainees must execute end-to-end procedures without compromising safeguarding rules or capture quality.
[bookmark: _ccy5lahjgncs]Exercise Scenario & Instructions
· League / Org Context:  Simulated session for municipal partner ORG-101 at venue VEN-202.
· Roster Composition:  20 synthetic athlete IDs assigned sequentially (ATH-001 through ATH-020).
· Time Parameter:  Complete check-in, slate capture, individual poses, and roster reconciliation within a tight 20-minute window.
· Mandatory Scenario Injects / Challenges:
· Inject 1 (Opt-Out Flag):  Athlete ATH-005 is flagged on the check-in roster as "OPT-OUT / NO PHOTO". Trainee must intercept and route the child around the camera station without taking a frame.
· Inject 2 (Refusal / Distress):  Athlete ATH-012 displays crying and distress upon reaching the camera station. Trainee must execute the Zero-Coercion Protocol cleanly.
· Inject 3 (Mobility Accommodation):  Athlete ATH-017 uses crutches. Trainee must adapt station positioning and lower camera height smoothly.
[bookmark: _sndzo3tacy75]Submission & Evaluation Artifacts
Upon completing the simulation exercise, the trainee must generate and submit four mandatory artifacts for supervisor grading:
+-----------------------------------------------------------------------------------+
| ARTIFACT 1: 20 Matched Image Frames                                               |
| Complete set of cropped, exposure-checked head-and-shoulders/3-quarter portraits  |
| reflecting correct slate-card sequencing and AI cropping margins.                 |
+-----------------------------------------------------------------------------------+
                                         │
                                         ▼
+-----------------------------------------------------------------------------------+
| ARTIFACT 2: 100% Verified Mapping Log                                             |
| Audit log cross-referencing synthetic IDs (ATH-001 to ATH-020) with frame         |
| numbers, confirming zero unassigned or misidentified image assets.                |
+-----------------------------------------------------------------------------------+
                                         │
                                         ▼
+-----------------------------------------------------------------------------------+
| ARTIFACT 3: Field Exception Log                                                   |
| Documented record detailing the execution of Inject 1 (ATH-005 Opt-Out bypass)   |
| and Inject 2 (ATH-012 Refusal / Zero-Coercion Protocol execution).                |
+-----------------------------------------------------------------------------------+
                                         │
                                         ▼
+-----------------------------------------------------------------------------------+
| ARTIFACT 4: Mock Net Revenue Calculation Worksheet                               |
| Auditable calculation worksheet based on a simulated 10-package sale event:       |
|  • Gross Sales Mix: 2x $29 Basic ($58) + 5x $49 Standard ($245) +                 |
|    3x $79 Premium ($237) = $540.00 Total Gross Sales.                             |
|  • Standard Deductions: Sales Tax (-$34.18) + Processing Fees (-$17.09) +        |
|    Lab Print/Fulfillment COGS (-$112.73) = -$164.00 Total Deductions.            |
|  • Net Revenue derived: $376.00 subject to 50% split.                            |
|  • Final Photographer Payout: $188.00 | SMI Share: $188.00.                      |
+-----------------------------------------------------------------------------------+

[bookmark: _es321lkf6aqa]Connective Tissue
Simulated field exercises prove individual capability, but maintaining long-term operational integrity across national deployments requires systematic quality gates and escalation rules.
[bookmark: _c1dvi49ji4iv]9. Quality Gates, Exception Handling & Escalation Matrix
[bookmark: _t0ycyxdfi4qz]Context & Strategic Importance
Structured escalation pathways and automated quality gates prevent operational bottlenecks, ensure immediate remediation of compliance breaches, and eliminate operational ambiguity during live field events.
[bookmark: _rdirxj74e5yb]Operational Quality Gates
Gate Stage,Description,Mandatory Pass Criteria,Failure Trigger,Governance Action
Gate 1: Pre-Shoot Gate,Contract & Consent Lock,CONTRACT_STATUS = EXECUTED for ORG-101; Roster checked for opt-outs.,Unsigned contract or missing consent records.,HALT:  Roster import locked; photo station setup halted.
Gate 2: Field Readiness,Safety & Technical Setup,Line-of-sight confirmed; two adults present; exposure/backdrop calibrated.,Photographer alone; physical touch; drop shadow on backdrop.,STOP:  Re-align station parameters; replace crew if non-compliant.
Gate 3: Capture Gate,Roster & Token Sequence,Athlete slate photographed immediately prior to individual pose frames.,Unidentifiable athlete; missing slate frame.,RE-CHECK:  Halt egress; re-photograph slate card with athlete.
Gate 4: Post-Shoot Gate,SLA & Ingestion QA,100% tagging accuracy; zero mis-tags; upload within 48 hours to portal.,Wrong athlete match; SLA time > 48 Hours.,ESCALATE:  Block gallery publishing; notify Digital Asset Operator.
[bookmark: _az2waw24n1qo]Exception & Escalation Matrix
Field Scenario,Primary Role Owner,Mandatory Escalation Path & Action
Missing Municipal Contract / Unexecuted Agreement,Field Photographer / Field Supervisor,ESCALATE TO:  Operations Director  Action:  Suspend all camera operations immediately. Do not ingest roster data.
Guardian Consent Discrepancy,Field Photographer,ESCALATE TO:  Field Supervisor  Action:  Pause athlete capture. Hold child in queue buffer until written parent permission is verified.
Child Safeguarding Incident or Code Breach,Field Photographer / ALL FIELD STAFF (Mandatory Reporters),IMMEDIATE ESCALATION TO:  Legal Counsel & Operations Director (within 1 hour) AND Local Law Enforcement / Statutory Child Protection Authorities  Action:  Remove offender from station; secure venue logs; fulfill mandatory statutory reporting obligations.
Misidentified or Mislabeled Athlete Tag,Digital Asset Operator,ESCALATE TO:  Field Supervisor  Action:  Lock gallery release; perform manual visual re-verification against slate frames. Never rely solely on facial AI.
Technical Hardware or Backdrop Failure,Field Photographer,ESCALATE TO:  Field Supervisor  Action:  Switch to secondary backup kit; adjust schedule grid to prevent line congestion.
Ingestion Upload SLA Exceeded (> 48 Hours),Digital Asset Operator,ESCALATE TO:  Operations Director  Action:  Flag systemic upload delay log; audit network bandwidth and ingestion pipeline.
[bookmark: _vkbx3821kt18]Connective Tissue
To operationalize these rules on site, every field photographer must carry and execute the printable one-page operational field checklist.
[bookmark: _t0a3wtgurlei]10. Printable One-Page Field Checklist: Individual Portrait Session
====================================================================================================
SPORTS MEDIA INC. — FIELD OPERATING CHECKLIST: INDIVIDUAL PORTRAIT SESSION
====================================================================================================

[ ] PRE-FLIGHT & STATION SETUP (T-90 to T-30 Minutes)
    [ ] Confirm CONTRACT_STATUS = EXECUTED for Organization ID (ORG-101).
    [ ] Conduct venue safety walkthrough (VEN-202); locate emergency exits and clear power cable paths.
    [ ] Establish photo station: Place backdrop with 4 to 6 feet clearance to foot placement marker.
    [ ] Verify TWO-ADULT VISIBILITY RULE: Ensure line-of-sight visibility across all active zones.
    [ ] Calibrate camera: Manual mode, f/5.6-f/8, level horizon, lens at athlete eye level.
    [ ] Check crop margins: Ensure safe space around hair, elbows, and props for AI background removal.

[ ] CHECK-IN & QUEUE MANAGEMENT (T-30 to Session Start)
    [ ] Lock consent-verified roster at check-in table; highlight all "OPT-OUT / NO PHOTO" flags.
    [ ] Stage synthetic identifier tokens / slate cards (ATH-001 through ATH-020).
    [ ] Confirm presence of team coach or designated municipal liaison at queue head.
    [ ] Verify PARENT PRESENCE POLICY: Ensure unchaperoned minors are held until adult supervisor arrives.

[ ] ACTIVE CAPTURE OPERATIONS (Target Throughput: 12-20 Mins / Team)
    [ ] Photograph athlete's synthetic ID slate card / token BEFORE individual portrait frames.
    [ ] Check jersey number against roster; verify zero obstruction of team logo/number.
    [ ] Direct athlete pose using age-band verbal scripts (shoulder-width stance, slight body turn).
    [ ] Position sport ball prop cleanly at waist/chest level without obscuring facial features or chin.
    [ ] Monitor child distress cues continuously; execute ZERO-COERCION PROTOCOL instantly if child declines.
    [ ] Adapt station seamlessly for mobility devices (crutches/wheelchairs) or sensory sensitivities.

[ ] POST-SHOOT & INGESTION (Within 2 Hours Post-Session)
    [ ] Reconcile total captured athlete count against check-in roster and exception log.
    [ ] Perform initial card backup: Create two independent, encrypted copies before clearing media.
    [ ] Log any refusal, opt-out bypass, or technical anomaly in the official field exception report.

[ ] POST-PRODUCTION & UPLOAD (Within 48 Hours Maximum SLA)
    [ ] Cull uncompliant frames against Frame Disqualification Criteria (blur, drop shadows, bad expression).
    [ ] Perform manual tag QA: Verify 100% accurate match between synthetic IDs and image metadata.
    [ ] Ensure facial recognition (if tested) is strictly treated as an assistant; lock manual tags.
    [ ] Test gallery privacy permissions via test account prior to publishing.
    [ ] Complete final digital asset upload to photos.sportsmedia.net within 48-Hour SLA.

----------------------------------------------------------------------------------------------------
FIELD SUPERVISOR SIGN-OFF: ___________________________   DATE: _______________   PASS / FAIL
====================================================================================================


