[bookmark: _ftym6ueor66i]MODULE 12 POLICY HANDBOOK AND SOP: IMAGE EDITING, GALLERY QA, PRIVACY & PUBLISHING (STAGE GATE 3)
[bookmark: _xx07hjp8q3mo]TRI-PARTITE SOURCE META-DECLARATION
To maintain strict compliance with Sports Media Inc. Academy Curriculum Framework standards, all operational instructions, parameters, and workflows in this handbook are classified under three explicit governance categories:
1. Source-Derived (Absolute Ground Truth):  Contract-first mandate, 48-hour upload SLA, written parental/guardian consent requirement, Parks & Recreation priority buyer focus, 50% Net Revenue compensation model (and $79 package arithmetic breakdown), strict child PII protection, non-destructive editing requirements, and conditional facial recognition constraints.
2. Proposed Training Design (Academy Operational Framework):  Stage Gate 3 assessment rubric thresholds, Module 12 synthetic test identifiers (ATH-001, ORG-101, LEAGUE-2026-CO), simulated e-commerce checkout scenarios, directory tree structure formatting, and standardized field checklists.
3. Requires Live System Verification (Production Deployment Validation):  Live portal behavior at photos.sportsmedia.net, active merchant payment gateway fee structures, real-time print lab cost schedules, and backend automated facial recognition feature availability at the time of regional deployment.
[bookmark: _lhkjgoujc3lr]1. Policy Statement & Operational Mission
CORE POLICY DIRECTIVE
Mandatory operational standard for Module 12 (Days 83–90) of the Sports Media Inc. 120-Day Academy Curriculum: All image post-processing, gallery staging, data tagging, and publishing operations must strictly enforce minor safety, child privacy, contractual authorization, and compliance with the mandatory 48-hour post-shoot upload Service Level Agreement (SLA). Parks and Recreation departments represent the primary market buyer; all operational workflows must prioritize municipal partner requirements and public trust. Independent field and gallery publishing authority is strictly governed by achieving Stage Gate 3 Commerce Competence. No gallery shall be released to the public or parents without executed contractual authority, verified parental consent, and passing all quality assurance (QA) stage gates.
Foundational Operational Principles:
· Contractual Authority First:  Photography, image editing, and gallery hosting are strictly prohibited unless a municipal, league, or venue agreement has been fully executed by an authorized representative (CONTRACT_STATUS == EXECUTED). A venue contract does NOT constitute an independent contractor agreement for a photographer.
· Absolute Child Safeguarding & Privacy:  Written parental/legal guardian consent must be verified against the master roster before processing, editing, or staging minor images. Personally Identifiable Information (PII) of minors must NEVER be exposed publicly or embedded in web-facing metadata.
· Mandatory 48-Hour Upload SLA:  From the exact timestamp of shoot conclusion (T+0), asset ingestion, culling, batch post-processing, tagging QA, and private gallery staging MUST be completed and verified within 48 clock hours.
· Stage Gate 3 Competence Verification:  Independent publishing authority requires demonstrated mastery in synthetic end-to-end uploads, zero wrong-athlete tags, accurate e-commerce packaging, verified revenue calculations, and zero privacy exceptions.
[bookmark: _orcfd88t4na3]2. Scope & Applicability
This Policy Handbook and Standard Operating Procedure (SOP) defines the mandatory operational boundary for asset post-processing, gallery staging, privacy protection, e-commerce configuration, and publication across all Sports Media Inc. operations. It applies universally to all field photographers, digital asset operators, gallery QA personnel, and market captains operating within the Northern Colorado supervised pilot market as well as all national replication launch markets.
Given that Parks and Recreation departments serve as the primary market buyer, all post-processing and publishing workflows must satisfy public sector privacy standards and municipal vendor compliance rules. To eliminate privacy risk during training, testing, and evaluation, all Module 12 training, testing, and documentation MUST exclusively utilize synthetic identifiers (e.g., ATH-001, ORG-101, LEAGUE-2026-CO). Live roster data and real child imagery are strictly prohibited in training sandboxes.
In-Scope Operations,Out-of-Scope / Prohibited Actions
"Batch exposure, tone, and neutral white balance correction on duplicate working files.","Uploading child imagery to unauthorized, public, or unapproved consumer AI platforms."
AI-assisted subject isolation using approved desktop editors (Photoshop / Lightroom).,"Altering facial features, skin tone, jersey numbers, or physical body proportions of minors."
Tagging and folder structuring on photos.sportsmedia.net using approved roster IDs.,Publishing galleries without an executed league agreement or written parent/guardian consent.
Execution of private family gallery access controls via least-privilege token/password routing.,Utilizing facial recognition as the sole authority for athlete identification and tagging.
"Verification of 50% Net Revenue splits on qualifying photo-package sales ($29, $49, $79).","Exposing raw roster data, parent email addresses, or slates/ID cards in parent-facing galleries."
"Metadata scrubbing of PII, raw filenames, and internal notes prior to web publish.",Utilizing legacy advertising sales ICAs or unapproved commission structures for photographer payouts.
[bookmark: _xak6zb8dd2ue]3. Roles, Governance & Ownership Matrix
Role Title,Core Module 12 Responsibility,Mandatory Output / Deliverable,Escalation Boundary
Digital Asset & Gallery Operator,"Ingestion, backup verification, culling, batch editing, AI edge QA, manual tagging, metadata scrubbing, private gallery creation, SLA tracking.","Staged private gallery, 100% verified athlete tagging, Time-to-Publish log, Metadata Scrubbing Audit.","Unresolved mis-tags, software/ingest outages, SLA breaches > 12 hours."
Field Photographer,"Image capture quality, RAW file transfer, preliminary culling adherence, photo slate alignment, order attribution metadata, executed ICA compliance.","Dual-backed RAW capture cards, shoot manifest, initial image attribution record.","Missing roster data, missing venue access, safety or consent incidents on site."
Commerce & Customer Support Specialist,"Package SKU configuration ( $29/$ 49/$79), tax/checkout testing, parent order routing, support tickets, print lab handoff, refund processing.","Tested e-commerce checkout, package proofing layout, customer support log, lab fulfillment audit.","Payment gateway errors, customer pricing disputes, print lab fulfillment failures."
Market Captain / Trainer,"Stage Gate 3 audit evaluation, 48-hour SLA enforcement, pass/fail sign-offs, manual override approvals, contractor agreement validation.","Stage Gate 3 Evaluation Rubric, certified operator sign-off, escalation log.","Contractual invalidity, severe privacy breaches, stop-work overrides."
[bookmark: _m48oz5j5inpc]4. Pre-Publishing Authorization Requirements
Before any raw capture file is processed, edited, or staged within the publishing system, the Digital Asset Operator and QA Reviewer MUST validate the pre-publishing authorization sequence.
[START PRE-PUBLISHING CHECK]
       │
       ▼
1. Validate System Contract Status
   ├── IF CONTRACT_STATUS != EXECUTED ─────────────────────────► [HALT PUBLICATION & ESCALATE]
   └── IF CONTRACT_STATUS == EXECUTED ─────────────────────────► [PROCEED TO STEP 2]
       │
       ▼
2. Cross-Reference Master Roster & Consent File
   ├── IF Parental Consent == NOT_FOUND / REFUSED ─────────────► [PURGE / QUARANTINE ASSET]
   └── IF Parental Consent == VERIFIED ────────────────────────► [PROCEED TO STEP 3]
       │
       ▼
3. Verify Child Assent & Opt-Out Flags
   ├── IF Opt-Out Flag == TRUE ────────────────────────────────► [QUARANTINE TO RESTRICTED FOLDER]
   └── IF Opt-Out Flag == FALSE ───────────────────────────────► [APPROVE FOR BATCH EDITING]

[bookmark: _dqznvidaap0o]Pre-Publishing Command Sequence:
1. Contract Authority Verification:  The Digital Asset Operator MUST query the master system database for the venue/league agreement ID. The operator MUST verify that CONTRACT_STATUS == EXECUTED.
IF CONTRACT_STATUS != EXECUTED THEN HALT_PUBLICATION

1. Parental/Guardian Consent Audit:  The operator MUST cross-reference every captured athlete against the master consent registry. The operator MUST verify 100% written consent before staging or editing.
IF CONSENT_STATUS != VERIFIED THEN HALT_PROCESSING

1. Opt-Out & Restricted File Removal:  The operator MUST filter and isolate all assets containing individuals listed on the no-photo / opt-out register. The operator SHALL ensure zero opt-out images enter the post-processing queue.
IF ATHLETE_OPT_OUT == TRUE THEN MOVE_TO_QUARANTINE

[bookmark: _ndllpua6ykvt]5. Batch Post-Processing Standard Operating Procedure (SOP)
Post-processing MUST maintain photographic accuracy, brand consistency, and asset preservation across all image assets. Operators MUST execute editing on duplicate working files, preserving master RAW files untouched in encrypted backup.
[bookmark: _31oxq8gi7u2q]Technical Editing Parameters:
· Exposure & Tone:  Operators MUST adjust exposure to maintain balanced highlights and shadow detail, keeping targets within  $\pm 0.3$  EV of optimal exposure. For outdoor direct-sun captures, operators MUST reduce highlight clipping on light uniforms and lift harsh facial shadows. For indoor gym lighting, operators MUST compensate for low ambient light without introducing digital noise above ISO thresholds.
· White Balance & Skin Tones:  Operators MUST establish a neutral white balance across the entire batch using known white/grey reference points (neutral color sampling targets).  Mandatory Rule:  Global or local alterations that modify a child's natural skin tone, facial features, or physical appearance are strictly forbidden. Automated aesthetic filters or preset scripts that alter natural features are prohibited.
· Cropping & Aspect Ratios:  Operators MUST maintain safe crop margins (10–15% breathing room) around hands, feet, head space, and held props (sports balls). Crops MUST accommodate standard print product ratios (8x10, 5x7, wallets, and horizontal memory mate banners) without severing fingers, balls, or team logo graphics.
· Asset Preservation:  All edits MUST be performed non-destructively on duplicate working files or via non-destructive metadata sidecars. Original RAW master captures MUST remain untouched and backed up in encrypted secondary storage.
[bookmark: _mpepsjnegb1x]Summary Technical Specifications
Parameter,Target Value / Standard,Rejection Threshold
Target Exposure,Histogram balanced; target exposure within  $\pm 0.3$  EV,Blown highlights on faces/uniforms ( $>250$  RGB); crushed darks ( $<5$  RGB)
White Balance,Neutral daylight / flash balance; natural skin tone sampling,Visible color cast ( $\Delta E > 3$ ); skin tone shifting or unnatural filtering
Crop Safety Margin,"10–15% breathing room around head, hands, and props","Severed fingers, cropped ball edges, truncated jersey logos"
File Format (Working),Non-destructive working copy / High-Res Master (.PSD/.TIFF),Overwritten RAW file; lossy compression artifacts; flattened master
Output Aspect Ratio,"Multi-ratio safe (8x10, 5x7, wallet, banner compatible)",Tightly cropped images preventing standard product print conversion
[bookmark: _yy7hlp9bcazn]6. AI Background Replacement & Isolation Standards
When executing automated subject isolation (e.g., Adobe Photoshop  Select Subject / Remove Background  or Lightroom masking with Photoshop handoff), operators MUST adhere to strict quality control, shadow realism, and safety parameters.
[bookmark: _icp574c6gfu4]Mandatory AI Quality Control Checklist:
·   Pre-Masking Baseline Finalized:  Operators MUST finalize all global exposure, white balance, and tone corrections  prior  to initiating subject isolation.
·   100% Zoom Manual Inspection:  Operators MUST zoom to 100% magnification and manually inspect the entire perimeter of the isolated subject.
·   Edge Perimeter Verification:  Operators MUST inspect fine details—specifically hair strands, finger boundaries, edges of held balls/props, jersey shoulders, and translucent gaps between arms/legs.
·   Ground Shadow & Realism Rendering:  Operators MUST render or preserve contact and ground shadows beneath the subject's feet to ensure natural grounding. Placing subjects on replacement backdrops without realistic contact shadows (causing a "floating" appearance) is grounds for QA rejection.
·   Edge Blending & Defringing:  Operators MUST apply precise edge defringing and light-wrap blending to eliminate color halos from the original background.
·   Approved Background Substitution:  Operators MUST superimpose isolated subjects strictly onto solid league-branded, neutral studio, or company-authorized sports-themed background templates. Subject scale, ground horizon line, shadow direction, and color temperature MUST match the backdrop.
·   Layer Preservation:  Operators MUST retain master layered files (.PSD / .TIFF) alongside exported high-resolution PNG/JPG files to allow rapid edge adjustments during QA review.
WARNING: PROHIBITED AI PRACTICES
1. No Consumer / Unapproved AI Uploads:  Operators SHALL NEVER upload imagery containing minors to unapproved, public, or web-based third-party AI tools or generators.
2. No Factual Alterations:  Operators SHALL NOT allow AI hallucination or execute manual alteration of jersey numbers, team logos, sponsor graphics, or physical proportions.
3. No False Event Depictions:  Operators SHALL NOT insert subjects into false physical backgrounds that depict unapproved locations, real-world venues not contracted, or unethical settings.
4. No Feature Alteration:  Operators SHALL NOT modify a minor's face, body structure, or age-specific appearance.
[bookmark: _jhxoc692ijeu]7. Private Gallery Architecture & Least-Privilege Access Controls
All published galleries reside on the secure platform at photos.sportsmedia.net. Access architecture relies on a strict least-privilege model to isolate athlete images and protect student-athlete privacy.
[bookmark: _cq69ahmf8jxv]Standard Directory Hierarchy Structure
photos.sportsmedia.net/
└── YEAR_STATE_CITY_LEAGUE_SPORT_DATE/    [Job ID Directory]
    └── League/                           [Organization Level]
        └── Season/                       [e.g., Fall 2026]
            └── Sport/                    [e.g., Soccer]
                └── Division/             [e.g., U10_Coed]
                    └── Team/             [e.g., Team_Blue_Thunder]
                        ├── ATH-001/      [Isolated Athlete Folder]
                        ├── ATH-002/      [Isolated Athlete Folder]
                        └── Team_Hero/    [Approved Group Photos]

[bookmark: _x85kgy7zjokj]Access Control, Data Segregation & Metadata Scrubbing Rules:
1. Least-Privilege Token Access:  Parent access MUST be strictly segmented by individual Athlete ID using unique access tokens or encrypted passwords. A guardian logging in to view ATH-001 MUST be restricted from viewing, browsing, or inspecting assets belonging to ATH-002.
2. Data Segregation:  Parental contact information (emails, phone numbers, billing addresses) MUST be stored in an encrypted database completely segregated from public image filenames, public metadata, and directory paths.
3. Mandatory Metadata Scrubbing:  Prior to pushing exported assets to the live web directory, operators MUST execute automated metadata stripping. All PII, internal operator notes, photo slate identifiers, and embedded original raw filenames containing athlete names MUST be scrubbed. Only essential EXIF/IPTC tags (Copyright, Sports Media Inc., Job ID, Athlete ID) are permitted in published web files.
4. Proofing Watermarks:  Pre-purchase preview assets MUST feature standard repeating diagonal proofing watermarks across the center frame. High-resolution unwatermarked assets are generated only upon completed checkout verification.
[bookmark: _d2snzxfclhe7]Private Gallery Access Verification Procedure:
1. The operator MUST log into photos.sportsmedia.net using a synthetic parent test account mapped exclusively to ATH-001.
2. The operator MUST attempt to manually alter the browser URL path or parameter string to access ATH-002 or the parent team directory.
3. Pass Criteria:  System MUST immediately return a 403 Access Denied error, redirecting to the login screen.
4. The operator MUST verify that team group photos (Team_Hero) display watermarks and allow access only if approved for the team roster.
5. The operator MUST inspect exported web assets using a metadata viewer to confirm parental contact info, slate details, and raw filenames are completely absent.
[bookmark: _7lru7k6m4fwg]8. Parental Opt-Out, Privacy Protection & Facial Redaction Protocols
Sports Media Inc. enforces a zero-tolerance policy for privacy violations, mis-tagged athletes, or exposure of non-consented minors.
[bookmark: _ejt0u7ou1m8q]Facial Recognition & Automated Tagging Governance:
· Conditional Capability Status:  Biometric and facial recognition auto-tagging functions represent a  conditional / proposed platform capability .
· Strict Capture Identification Mandate:  Facial recognition MUST  NEVER  be used at the time of capture or ingestion to replace manual photo slate and physical roster identification.
· Verification Governance:  Where facial recognition tools are tested or enabled, they serve strictly as an assistant. Documented legal review, explicit jurisdictional permissions, technical testing, and  100% human verification  of every tag are mandatory prior to gallery publication.
[bookmark: _gyuhnnmh1ug1]Privacy Exception & Redaction Decision Matrix
Trigger Event,Immediate Operational Action (IF/THEN),Required Verification,Sign-Off Authority
Parent Opt-Out Received Post-Shoot,"IF  an opt-out request is logged post-shoot,  THEN  instantly unpublish asset, purge image from web directory, and move RAW/working files to restricted quarantine.",Cross-reference Athlete ID against no-photo list; audit database for derivative assets.,Digital Asset Operator & Market Captain
Mis-Identified Athlete (Wrong Child Tag),"IF  a mis-tag is detected,  THEN  immediately revoke gallery access token, set gallery state to UNPUBLISHED, and clear incorrect tag association.",Re-inspect physical photo slate/roster; manually verify uniform number and team sheet.,Digital Asset Operator
Parent Access Token Leak / Exposure,"IF  token exposure occurs,  THEN  invalidate compromised token, generate new private access credentials, and issue notification to affected family.",Perform security log audit to confirm scope of unauthorized preview access.,Market Captain & Program Operations
Unconsented Minor In Background,"IF  an unconsented minor appears in background,  THEN  remove image from public stage, crop or blur non-consented minor, and re-upload edited asset.",Perform 100% zoom inspection ensuring background subject is completely unidentifiable.,QA Reviewer / Market Captain
[bookmark: _vxje9blg0odh]9. 48-Hour Upload SLA Management & Tracking SOP
Meeting the standard 48-hour post-shoot upload deadline is mandatory across all markets. The 48-hour clock begins the moment the photo shoot concludes (T+0).
[T+00h] Capture Concludes ──► Card Ingest, Checksum, Encrypted Secondary Backup
[T+12h] Culling Complete ──► Approved Hero Selection & Non-Destructive Batch Edit
[T+24h] AI Edge QA ────────► 100% Zoom Inspection, Shadow QA & Manual Roster Tagging
[T+36h] Staging Complete ──► Private Access Setup, Watermarking & Checkout Test
[T+48h] Final QA Sign-Off ─► Gallery Release & Parent Purchase Notification

[bookmark: _m7qbttbkkq77]48-Hour SLA Milestone Schedule
Elapsed Time Target,Milestone Phase,Operational Action Items,Failure Escalation Trigger
T+00 to T+04 Hours,Ingestion & Backup,Transfer RAW files to primary storage; verify checksums; create encrypted secondary backup; complete Transfer Log.,"Ingest failure, corrupted memory card, or checksum mismatch at T+04h."
T+04 to T+12 Hours,Culling & Batch Edit,"Cull unusable frames; select team/individual hero shots; execute batch exposure ( $\pm 0.3$  EV), tone, and neutral WB corrections.",Culling backlog exceeding T+12h limit.
T+12 to T+24 Hours,Edge QA & Tagging,Run AI background isolation; complete 100% zoom edge QA and shadow rendering; execute manual tagging against roster IDs.,Missing roster data or unverified athlete tags at T+24h.
T+24 to T+36 Hours,Staging & Access Test,Scrub metadata; upload to photos.sportsmedia.net; apply watermarks; set up private credentials; test mock checkout.,"Access control failure, metadata leakage, or e-commerce SKU error at T+36h."
T+36 to T+48 Hours,Final QA & Release,Market Captain executes Stage Gate 3 QA audit checklist; grant final sign-off; trigger parent notifications.,SLA breach (>48h total time); halt and log exception ticket.
[bookmark: _hoazjbtnv0sm]10. Photographer 50% Net Revenue Compensation Model & Attribution Rules
This section establishes the mandatory independent contractor compensation policy, formally reconciling historical training discrepancies and defining legal contract boundaries.
POLICY RECONCILIATION & LEGAL CONTRACT NOTICE
1. Compensation Rate Reconciliation:  Historical intern materials or draft training manuals citing a 10% sales commission are  fully superseded  for independent contractor photographers by the  50% Net Revenue  compensation structure.
2. Contract Distinction Mandate:  A venue or league agreement (e.g., Parks & Rec contract) grants photography access; it is  NOT  an Independent Contractor Agreement (ICA) for a photographer.
3. Draft Agreement Prohibitions:  Historical draft ICAs found in repositories concerning advertising/media sales (e.g., Sports Media TV sales agreements) do  NOT  apply to photography operations.
4. Entity Validation:  The contracting entity MUST be  Sports Media Inc.  (do not substitute Sports Media TV or Dakdan Worldwide). A dedicated, legally approved, photography-specific ICA MUST be executed prior to onboarding or deployment.
[bookmark: _w3s5f3lycbhs]Compensation Formula
$$\text{Net Revenue} = \text{Gross Customer Package Purchase} - \text{Allowable Contract Deductions}$$
$$\text{Photographer Share} = \text{Net Revenue} \times 0.50$$
· Allowable Deductions:  Per the executed photography ICA, allowable contract deductions from gross package purchases include collected sales tax, third-party payment processing fees, and hard print lab/fulfillment costs.
· Legal Caveat:  Payout amounts and allowable deductions are governed exclusively by the terms of the executed photography ICA. Illustrative figures below serve solely for arithmetic training validation.
[bookmark: _6sbhoknv7vvy]Illustrative Net Revenue Calculation ($79.00 Package Sample)
Accounting Step,Amount / Description
Gross Parent Package Purchase,$79.00  (Sample Package Purchase)
Less:  Assumed Sales Tax Collected & Remitted,-$5.00
Less:  Assumed Payment Processing Fee,-$2.50
Less:  Assumed Print Lab / Fulfillment Cost,-$16.50
Calculated Net Revenue,$55.00
Photographer 50% Share,$27.50  (Earned Compensation)
Sports Media Inc. 50% Share,$27.50  (Retained Operating Share)
[bookmark: _md7k9l62dd3d]Order Attribution Rules:
To receive compensation credit, every customer transaction MUST automatically trace back through a continuous audit trail:  $$\text{Photographer ID} \longrightarrow \text{Job ID} \longrightarrow \text{Gallery ID} \longrightarrow \text{SKU Purchase Order}$$  If an unverified tag or missing Photographer ID disrupts attribution, the payout is held in suspense until the Digital Asset Operator and Market Captain manually resolve the attribution record.
[bookmark: _rty6be8qqn36]11. Stage Gate 3 Audit Criteria & Pass/Fail Rubric
Stage Gate 3 (Day 90) evaluates  Gallery and Commerce Competence . Attaining certification requires achieving a 100% score on all critical compliance parameters.
[bookmark: _dd7aes4zpyqy]Stage Gate 3 Evaluation Rubric
Competency Domain,Audit Parameter,Pass Criteria,Critical Fail Trigger,Weight / Requirement
Safety & Consent,Contract & Consent Alignment,100% verification of executed league contract and parent consent files.,Staging or publishing any image with missing consent or unexecuted contract.,Mandatory (100%)
Tagging Accuracy,Athlete Identification,Zero mis-identified athletes; 100% match between roster and Athlete IDs.,A single mis-tagged image or wrong-child gallery access exposure.,Mandatory (100%)
Post-Processing,Technical Image QA,"Exposure within  $\pm 0.3$  EV, neutral WB, intact crops, flawless AI edge isolation & shadow rendering at 100% zoom.",Alteration of facial features/skin tones; floating subjects without ground shadows; severed limbs/props; visible halos.,Pass / Fail
Access Security,Least-Privilege Isolation,Test parent account isolates target athlete (ATH-001) from other athletes.,Ability of a parent account to browse unauthorized minor galleries.,Mandatory (100%)
Metadata Privacy,Metadata Scrubbing Audit,"Web files scrubbed of PII, parent emails, slate info, and raw filenames.",Exposure of raw athlete filenames or parental contact details in image metadata.,Mandatory (100%)
SLA Adherence,48-Hour Cycle Time,Complete workflow from shoot end to staged publish within  $\le 48$  hours.,Unexcused upload cycle time exceeding 48 hours.,Pass / Fail
Commerce & Math,Financial Math & Attribution,100% accuracy in package configuration ( $29/$ 49/$79) and 50% Net Revenue calculation.,Incorrect Net Revenue math or failure of SKU-to-Photographer order attribution.,Pass / Fail
[bookmark: _645yewzd55fk]12. Exception Handling & Escalation Matrix
When operational exceptions occur during Module 12 execution, personnel MUST immediately implement mandatory stop-work triggers and adhere strictly to the escalation matrix. E-commerce/SKU discrepancies escalate to the Commerce Specialist, whereas operational, contract, and privacy halts escalate strictly along the primary governance chain.
PRIMARY GOVERNANCE CHAIN:
Field Photographer ──► Digital Asset Operator ──► Market Captain / Trainer ──► Program Operations / Legal

E-COMMERCE / FULFILLMENT PATH:
Digital Asset Operator ──► Commerce & Customer Support Specialist ──► Finance / Print Lab Liaison

[bookmark: _5cyy7gkysmwl]Operational Exception Matrix
Severity Level,Exception Event,Immediate Operational Action,Required Escalation Role
CRITICAL (Level 1),Unexecuted contract (CONTRACT_STATUS != EXECUTED) or missing parental consent.,"STOP WORK.  Suspend all culling, editing, and publishing immediately.",Market Captain & Program Legal Counsel
CRITICAL (Level 1),Privacy breach / wrong-child image exposed in private gallery.,STOP WORK.  Immediately unpublish gallery; revoke access tokens.,Market Captain & Program Operations
HIGH (Level 2),SLA breach (>24 hours past the 48-hour target threshold).,Log SLA exception ticket; assign auxiliary Digital Asset Operator to clear backlog.,Market Captain
HIGH (Level 2),Unauthorized public AI editing tool usage detected.,Purge affected derivative assets; re-import RAW files to authorized desktop editor.,Digital Asset Operator & Market Captain
MEDIUM (Level 3),Mis-tagged athlete detected prior to publication during QA review.,Lock gallery staging state; manually correct roster tags; re-verify entire team.,Digital Asset Operator
LOW (Level 4),E-commerce checkout tax calculation discrepancy or package SKU error.,Pause gallery sales active flag; adjust package pricing table in portal setup.,Commerce & Support Specialist
[bookmark: _by4twe7pkigy]13. Applied Exercise: End-to-End Synthetic Gallery Publishing & Revenue Calculation
Trainees MUST successfully complete this practical exercise using synthetic data to demonstrate Module 12 mastery.
[bookmark: _fxatjzh52qef]Scenario Parameters:
· Organization ID:  ORG-101
· League / Event ID:  LEAGUE-2026-CO (Parks & Recreation Partner)
· Assigned Athlete IDs:  ATH-001, ATH-002, ATH-003, ATH-004, ATH-005
· Package Options:  Basic ( $29.00), Standard ($ 49.00), Premium ($79.00)
[bookmark: _43wpwsiqkb5b]Step-by-Step Exercise Instructions:
1. Ingest & Staging:  Import 1 synthetic group photo (Team_Hero) and 5 synthetic athlete portraits into photos.sportsmedia.net under directory 2026_CO_LOVELAND_PARKS_SOCCER_20261012.
2. Post-Processing & AI Masking:  Execute non-destructive batch exposure ( $\pm 0.3$  EV limit) and neutral white balance corrections. Apply AI background removal to the 5 portraits, placing subjects on an approved neutral sports backdrop with rendered ground contact shadows. Perform 100% zoom edge inspection around hair and held balls.
3. Metadata Scrubbing & Tagging:  Scrub original raw filenames and operator notes from metadata. Tag assets against synthetic IDs ATH-001 through ATH-005. Set up private password tokens for each athlete folder.
4. Gallery Access Verification:  Log into the portal using a test parent credential assigned to ATH-001. Confirm that ATH-002 through ATH-005 cannot be viewed or accessed.
5. E-Commerce Simulation:  Configure product SKUs for $29, $49, and $79 packages. Execute a mock purchase of a $79.00 Premium Package for ATH-001. Ensure zero duplicate orders are generated.
6. Revenue Payout Calculation:  Using sample deduction parameters ($5.00 sales tax, $2.50 processing, $16.50 print lab cost), calculate the exact 50% Net Revenue payout attributable to the photographer. Prepare a verbal explanation explaining why 50% applies to NET revenue rather than gross sales.
7. Deliverable Submission:  Submit the staged private gallery link, QA edge/shadow inspection proof, metadata scrubbing audit, time-to-publish log, full order-to-payout audit trail, and completed revenue ledger to the Market Captain for grading.
[bookmark: _fpvu3uvurhwf]Expected Results Data Card
====================================================================
MODULE 12 APPLIED EXERCISE: EXPECTED RESULTS DATA CARD
====================================================================
Job Directory      : 2026_CO_LOVELAND_PARKS_SOCCER_20261012
Synthetic Athletes : ATH-001 through ATH-005 (100% Tag Match Verified)
AI Edge QA Status  : PASSED (100% Zoom Inspection - Shadows & Edges Clean)
Metadata Scrubbing : PASSED (Zero PII, Slate Data, or Raw Filenames Exposed)
Access Test Result : PASSED (ATH-001 Isolated; ATH-002 Access Denied 403)
--------------------------------------------------------------------
COMMERCE & PAYOUT LEDGER (MOCK TRANSACTION)
Gross Package Price                : $79.00
- Sales Tax Collected              : -$5.00
- Payment Processing Fee           : -$2.50
- Lab Print / Fulfillment Cost     : -$16.50
--------------------------------------------------------------------
NET REVENUE                        : $55.00
PHOTOGRAPHER SHARE (50% Net)       : $27.50
SPORTS MEDIA SHARE (50% Net)       : $27.50
--------------------------------------------------------------------
Audit Verification Status          : 100% PASS (Stage Gate 3 Ready)
====================================================================

[bookmark: _6hl6sqxqkvi7]Comprehensive Trainee Evaluation & Submission Checklist
To pass the Module 12 practical exercise, the trainee MUST satisfy 100% of the following criteria:
·   Zero Unauthorized Exposure:  100% verification that no unconsented or non-tagged athlete images are visible.
·   100% Tag Accuracy:  Zero wrong-child tags; complete alignment between synthetic roster and gallery structure.
·   Metadata Scrubbing Verification:  Clean metadata audit confirming complete removal of raw filenames and PII.
·   Zero Duplicate Orders:  E-commerce simulation logs confirm exactly one transaction processed without duplicate order generation.
·   Full Order-to-Payout Audit Trail:  Continuous chain verified from Photographer ID  $\rightarrow$  Job ID  $\rightarrow$  Gallery ID  $\rightarrow$  SKU Purchase Order.
·   Verbal Net vs. Gross Mastery:  Trainee articulates clearly to the trainer why the 50% split applies to Net Revenue ( $55.00) rather than Gross Sales ($ 79.00), correctly listing allowable contract deductions.
[bookmark: _egzqp84qeg3f]14. Printable One-Page Gallery Publishing Field Checklist
=================================================================================
             SPORTS MEDIA INC. - GALLERY PUBLISHING FIELD CHECKLIST
=================================================================================
JOB ID: ___________________________  DATE: _______________ OPERATOR: ____________

[ ] PRE-EDITING AUTHORIZATION QA
    [ ] System verification confirms CONTRACT_STATUS == EXECUTED.
    [ ] Master roster cross-referenced; 100% parental consent verified.
    [ ] Opt-out / no-photo list reconciled; non-consented minors purged/quarantined.
    [ ] Dual RAW backups verified in secure, encrypted secondary storage.

[ ] POST-PROCESSING & AI EDGE QA
    [ ] Batch exposure balanced within +/- 0.3 EV; neutral white balance applied.
    [ ] Zero shift in natural skin tone; no alteration of facial or physical features.
    [ ] Crop margins safe (10-15% breathing room) for 8x10, 5x7, wallet, banner ratios.
    [ ] AI isolation inspected at 100% zoom (hair, fingers, ball edges clean).
    [ ] Ground contact shadows rendered/preserved; floating subject appearance eliminated.
    [ ] Approved background template applied; horizon line and lighting matched.

[ ] PRIVACY, METADATA & ACCESS CONTROL QA
    [ ] Metadata scrubbed: PII, raw filenames, slate info, operator notes removed.
    [ ] Manual tag inspection complete; zero wrong-athlete mis-tags.
    [ ] Folder hierarchy matches: YEAR_STATE_CITY_LEAGUE_SPORT_DATE format.
    [ ] Least-privilege access tested; parent access strictly isolated by Athlete ID.
    [ ] Proofing watermarks visible on all pre-purchase preview assets.

[ ] E-COMMERCE & SLA VERIFICATION
    [ ] Package catalog configured ($29 / $49 / $79 SKUs verified).
    [ ] Mock checkout test passed; zero duplicate orders; tax and lab fees active.
    [ ] 50% Net Revenue attribution mapped to correct Photographer ID.
    [ ] Total elapsed cycle time within mandatory 48-hour SLA deadline target.

[ ] FINAL PUBLISH SIGN-OFF
    [ ] Stage Gate 3 QA Rubric satisfied with 100% compliance on mandatory items.
    [ ] Dedicated Photography ICA verified for Photographer ID.
    [ ] Market Captain / QA Reviewer signature obtained.

REVIEWER SIGNATURE: ____________________________________ DATE: __________________
=================================================================================


