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Program Effectiveness Guide
E.1	Purpose
An operator qualification (OQ) program may include methods by which the program is measured for continued effectiveness. The purpose of this annex is to provide guidance in establishing a written process for measuring the OQ program’s effectiveness.
Concepts of the “Plan–Do–Check–Act” principles outlined in API 1173 were utilized as a framework for this document.
E.2	Terms and Definitions
E.2.1
program effectiveness
The extent to which planned activities are completed and planned results achieved.
E.3	“Plan–Do–Check–Act” as Applied to Program Effectiveness 
E.3.1	Plan
E.3.1.1	General
Establish objectives and processes necessary to measure and deliver results in accordance with the organization’s policies and expected goals for its OQ program.
While not specifically required by the regulation, an operator may consider using this annex as a guide when developing processes for periodic review of the written OQ program and auditing program implementation. Operators should determine the process for incorporating program improvements based on the findings. 
E.3.1.2	Plan Objectives
Program effectiveness objectives and processes should:
support execution of the plan;
address regulatory and legislative requirements;
[bookmark: _Hlk526005589]ensure that data, results, and findings are shared across relevant employees and contractors;
be supported by sufficient resources to design, implement, monitor, and improve the plan.
E.3.1.3	Plan Checklists
E.3.1.3.1	General
An operator may refer to the following checklists when developing program effectiveness processes.
E.3.1.3.2	Records Management Checklist
· Is the management of your documentation in accordance with your the operator’s plan?
· Do the records conform to the operator’s’ record retention policy?
· Are the documents complete, accurate, and verified for adherence with your the operator’s plan?
E.3.1.3.3	Stakeholder Feedback Checklist	Comment by Chris Taylor: Span of Control – mentioned anywhere??	Comment by Chris Taylor: New technologies… Management of Change
· Do the operator’syour employees and evaluators have a way for providing feedback?
· Is feedback received from evaluators, employees, contractors, other affected individuals, and governing agencies reviewed regarding the following?
· Training
· Evaluation issues
· Procedural issues
· Span of Control issues
· Management of Change issues
· AOC recognition and reaction
E.3.1.3.4	On-site/Field Review Checklist	
· Are the responsibilities of individuals under the qualification program clearly and formally defined?
· Are covered tasks being completed by qualified individuals or by unqualified individuals being directed and observed by a qualified individual within the qualification program’s span of control?
· Are covered tasks being performed using the appropriate procedures?
· Are evaluations being performed using approved methods and evaluators?
E.3.1.3.5	Operator Qualification Program Review Checklist
· Are the individuals involved in the qualification program properly trained to perform their duties as stated in the OQ program?
· Individuals conducting training and evaluations
· Individuals performing OQ covered tasks
· Is the OQ program reviewed periodically and updated using data and information gained from policies and procedures, inspections and testing, integrity-related work, and incident investigations?
· Are periodic OQ program reviews and changes documented?
· Are suspended and revoked qualifications being managed as stated in the qualification program?
· Are changes to the qualification processes being communicated and implemented according to the qualification program?
· How are the methods of evaluation deemed effective to measure individual qualifications? (Reference Annex D of this document.)
· Have the knowledge and skills being measured been adequately determined for the specific covered task? (Reference Annex D of this document.)
· When changes are made to a covered task, which can include a knowledge and skills component, are they communicated: 
· internally? 
· to contractors? 
· to third-party service providers?
· When changes are made to a covered task or knowledge and skills, are qualification materials evaluated for changes to the applicable training or evaluation?
· Are subsequent qualification intervals evaluated for effectiveness?
E.3.1.3.6	Evaluator Review Checklist 
· Is the evaluator competent in the covered tasks they are evaluating?
· Is the evaluator trained on evaluation methods, ethics, and documentation responsibilities?
· Is the evaluator properly conducting evaluations according to the operator’s OQ program requirements?

E.3.1.3.7 Proctor Review Checklist
	1. Is the proctor trained on test administration processes?

	1. Is the proctor properly following test administration processes?



E.3.1.3.78	Inspection Feedback Checklist 
· Is internal inspection feedback evaluated?
· Is regulatory inspection feedback evaluated?
E.3.1.3.89	Third-party Data Providers Checklist
· Are third-party certifications (e.g. AMPP/NACE, ASNT) evaluated for compliance with the knowledge and skills requirements of corresponding covered task qualifications?
· Do the evaluation methods of third-party providers conform to the guidance provided in Annex D of API 1161?
· Do the evaluation methods of third-party providers conform to the operator’syour plan?
E.3.1.3.910	Incident Review Checklist
· Are reviews of events or actions involving an OQ covered task that adversely affects the operations or integrity of the pipeline conducted?
· In the case of an incident investigation, are there policies and procedures in place to impose suspensions and/or revoke qualifications on those who contribute to incidents/accidents?
· If the incident was related to a qualified individual inadequately directing and observing an unqualified individual or more than one covered task:
· Was the responsible person familiar with the span of control requirements?
· Was the responsible person qualified in those tasks he/she directed and observed under span of control?
· If the incident was related to span of control not being followed, was the ratio of qualified-to-unqualified individuals communicated?
· If the incident was related to the qualified individual directing and observing more than one covered task at the same time, was the individual aware of the span of control requirements?
· If the incident was related to deficiencies in knowledge for the specific covered task, was training provided on that covered task?
· If the incident was related to an individual improperly or not using appropriate equipment:
· Was the equipment specified?
· Did the individual receive equipment-specific training?
· Was the appropriate equipment used?
· If the incident was related to the individual failing to recognize or taking appropriate action during an AOC, was the AOC incorporated into the evaluation and training process?
· If the incident was related to the individual not taking appropriate action following recognition of an AOC, was the AOC incorporated into the evaluation and training process?
E.3.2	Do
Implement program effectiveness plan.
Execute the processes as designed in the planning step above.
E.3.3	Check
Review results compared with established objectives.
Program effectiveness results should provide adequate measures to:
determine whether the operator’s OQ program is meeting its intended goals;
identify gaps and deviations as compared to established goals and objectives to provide opportunities for improvement.
E.3.4	Act
E.3.4.1	General
Take actions to continually improve process performance, including corrective actions between actual and planned results; analyze the differences to determine their root causes; and determine where to apply changes that will include improvement of the process or product.
E.3.4.2	Actions Checklist
· How are deficiencies identified in the program communicated to those responsible for managing the program?
· How are deficiencies validated and tracked for closure?
· How is performance communicated to management and program administrators?
· Is there a process in place for improvements to be added and implemented?




