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Introduction 

Beginning in 2003, ComEd initiated a massive and comprehensive reengineering of its 
operations area under The Exelon Way. The focus of The Exelon Way is to create a 
culture of excellence by moving toward top performance at ComEd and other Exelon 
companies. Specifically, ComEd is streamlining and standardizing work processes and 
increasing productivity through innovative initiatives such the as a 12 week cycle plan - a 
work management innovation that schedules company work according to geography and 
will result in more productive use of crew time - an audit function focused on field work 
adherence to procedures and standards - and an online convenience center that provides 
customers the options to view and manage their electric accounts on a real-time basis. 

Since 1999, ComEd has made tremendous improvements in its system reliability 
performance. Specifically, ComEd has experienced 39% fewer interruptions (SAIFI) and 
a 40% reduction in the duration of outages (CADI) on the system. When compared to 
our peer Illinois electric utilities, in 2002 ComEd had fewer average interruptions (SAIFI 
= 1.06) than % other Illinois utility and shorter average interruptions (CADI = 96) than 
m ~ ~ t  Illinois utilities. While these improvements in SAIFI and C A D I  are very 
noteworthy, ComEd continues to strive for enhancements that will result in further 
improvements in these reliability indices. 

ComEd is providing the following response to the recommendations identified in Staffs 
report. In addition, for certain topics identified in the Staff report, ComEd is providing 
clarifications. While clarifications may be warranted for other topics, ComEd selected 
the more pertinent ones for this response. 
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Recommendations 

Recommendation 1: The Commission recommends that ComEd review its basis for 
categorizing so few service intemptions as controllable. 

ComEd Response: Through the coordination of the Illinois Energy Association, 
Illinois electric utilities are working with ICC Staff to address Staffs concerns 
regarding controllable interruptions. Specifically, the utilities have made a 
proposal to Staff in an attempt to resolve Staff's concerns. The utilities have 
proposed to provide the ICC with a supplement to the Annual Reliability Report. 

Recommendation 2: The Commission will continue to recommend that ComEd focus on 
improving customer service. 

ComEd Response: Customer satisfaction is one Exelon's strategic focus areas 
and employees' compensation is tied to improvements in ComEd's customer 
satisfaction index. ComEd consistently looks for ways to better serve customers 
and will continue to dedicate resources to provide responsive customer service. 
ComEd's Call Center maintains a first quartile service level. The Call Center is 
able to offer a consistent service level to customers regardless of the time of day 
in which they call the Center. 

In 2003, ComEd made several improvements to its self-service technologies 
giving customers more options. Since it's launch in June of 2003, more than 
55,000 customers have used ComEds online convenience center. In 2004, 
ComEd continues to enhance it's website with the addition of a new Move Center 
that allows customers to purchase local/long distance phone service, DSL, and 
satellite/cable services in addition to setting up their electric service. ComEds 
touch tone VRU continues to be the self-service foundation used by most of our 
customer base, and in 2003 we added a Spanish application to allow our bi-lingual 
customers to report an outage. In 2004, expansion of English applications to bi- 
lingual customers will continue with the deployment of a Spanish account balance 
application, as well as a new English application for customers to enroll/unenroll 
in the auto pay program, similar to our budget billing application. In late 2003, 
ComEd also piloted a new speech recognition technology allowing customers 
requesting to start, stop, or transfer their electric service the ability to self-serve. 
Enhancements planned for 2004 include a comprehensive assessment of the new 
speech recognition platform to improve the quality and usability of the system. 
Also planned is the transition of the existing touch-tone VRU application, which 
provides payment agent locations to speech recognition. Both of these 
enhancements will improve the customers overall self-service experience, and set 
a foundation for future speech enabled applications. 



In 2003, ComEd reached a 5-year high in percent of meters read. Achieving this 
96.2% milestone was the result of increased attention to resolving access issues 
and optimizing meter reading routes. In 2004, ComEd plans to continue the focus 
on route optimization and meter access to maintain this level. ComEd also 
reached and has been able to sustain record lows for the number of unbilled 
accounts. Stabilization of the billing system, as well as productivity and account 
prioritization improvements, ensure this level is maintained in 2004 and beyond. 

ComEd recognizes that some customers in some communities have experienced 
slow response to their requests for new service installations and/or streetlight 
repairs. Resolving these requests is a top priority for ComEd, and we are 
committed to ensuring that streetlights are repaired and new business installations 
are completed on a more timely basis. Delays are unacceptable, and some of the 
changes we have implemented to serve our customers better include: 

We have improved our computer systems to better track our new business 
orders, and ensure work is assigned to the appropriate individuals. 
We are working with our customers to establish desired completion dates to 
ensure appropriate resource allocation. All backlogs in new service 
installation as identified on 2/2/04 will be installed by the end of April. 
We have established additional communication efforts to proactively reach 
out to our municipalities and new business customers and verify their needed 
in-service status. 
Streetlight repairs have been given a renewed priority. 

Recommendation 3: The Commission recommends that ComEd explain in the next 
reliability report how it will maintain or improve reliability and customer satisfaction 
with future projected distribution capital investment amounts less than levels in the mid- 
1990’s. 

ComEd Resuonse: Enhancing reliability performance and customer satisfaction 
are top priorities at ComEd and form the basis for The Exelon Way program. On 
February 19, ComEd leadership met with ICC Staff to communicate the 
fundamentals of The Exelon Way. ComEd would be pleased to make such a 
presentation on a yearly basis. As expressed to Staff at that time, The Exelon 
Way initiatives were developed based on benchmarking for best practices internal 
and external, with a focus on achieving top performance in all areas of the 
company, including reliability indices. 

Under The Exelon Way the company is integrating and centralizing key functions 
with one source for support functions such as Information Technology (IT) 
support for the organization. The Exelon Way has adopted one business model 
and restructured business units to consolidate and align business functions. The 
Exelon Way encompasses over 100 initiatives that are either in process or 
completed, that are targeted at standardizing and simplifying processes to achieve 
streamlined operations, maximize efficiency, and improve performance. Some of 



these initiatives include: (1) eliminating separate corrective and preventative 
maintenance processes that result in multiple trips to sites - e.g. visit a location 
once to perform all the work; (2) increasing available crew productive time by 
utilizing standardized job site reporting to reduce travel times, (3) implementing 
rapid deployment of mobile substation transformers; (4) streamlining and 
reducing the number of internal and external operations - related notifications; 
and ( 5 )  creating an online convenience center for customers to manage their 
electric accounts. 

While The Exelon Way will result in system and process improvements, it should 
be noted that in the past five years alone, ComEd has spent over $2 billion on 
improvements to its transmission and distribution system and has enhanced 
performance dramatically. ComEd continues to make investments in the system 
as required. Reliability remains a top priority for ComEd. 

Repeat 1% Circuits 

ComEd has made strides in this area and continues to look for ways to improve 
performance. Of approximately 5000 distribution circuits on ComEd’s system, 19 were 
identified in 2002 as repeat 1% worst performing circuits from the previous 4 years and 
10 of these circuits were repeated from 2001. In 2003, the number of repeat 1% worst 
performing circuits were reduced to 14 repeats from the previous 5 years and 2 of these 
circuits were repeated from 2002. In an effort to enhance performance in this area, 
ComEd assesses the reason for the repeat and has determined that in some cases repeats 
from one year to the next are due to different causes. For example in the first year the 
circuit may be included in the 1% circuit program due to its C A D I  performance (outage 
duration) with a cause due to an up rooted tree. The next year the circuit may be included 
in the 1% program due to its C A D I  with a cause due to underground cable failure. 
Additionally, the timing of the work has had an impact on the statistics -- execution of 
reliability programs for the circuits have not normally been performed until the end of the 
following year, resulting in almost 2 years before the problem on the circuit is addressed. 

Other causes of past 1% repeat circuits have been due in part to inconsistencies in 
inspections and analysis as well as field work execution. ComEd has performed 
additional training of the inspectors to develop a more consistent program across the 
system. As also noted by Liberty, the background of the inspectors dictated the items 
identified for correction (e.g. if an inspector came out of the overhead area - the inspector 
concentrated on overhead or if the inspector’s background was in underground, the 
inspector concentrated on underground items.) To further elevate the importance of the 
1% program, ComEd’s Audit Group conducts an inspection of the 1% circuits, reviewing 
the inspection results and work performed, and reporting findings to senior management. 
ComEd continues to put emphasis on the 1% circuit program, and when a circuit is a 
repeat from the previous year a root cause investigation is conducted. 



In its report, Staff also stated that animal guards were not observed in many locations. 
However, out of the 6 circuits inspected by ICC Staff, only one of those circuits 
experienced an animal related outage, and that circuit had only one animal related outage. 

Tree Trimming 

Many improvements have been made to ComEd’s Vegetation Management program 
since 2002. In 2003, ComEd achieved the 48-month trimming commitment, modified its 
Quality Assurance/Quality Control Program to include a third-party auditor to review 
trim work, and expanded its Mid-cycle trimming program. An additional $5.1 million 
dollars were added to ComEd’s 2003 budget in order to achieve the 48-month trim cycle 
and also to start 2004 trim work early. This early start on 2004 work will provide a 
cushion in the event that ComEd experiences a severe storm as was experienced in July, 
2003, which can divert crews from routine trimming to address storm related damage. 

In 2004, additional improvements include more aggressive strategic tree removals, 
mowing operations programs, and implementation of a more aggressive distribution 
herbicide program. Reliability data for circuits scheduled to be trimmed will be used to 
prioritize the trimming schedule (e.g. within a project, circuits with poor reliability 
indices will be trimmed first and will also target circuits tied to the same substation). The 
quality of contractor trimming is critical to the success of any Vegetation Management 
program. To ensure the trimming contractor meets trimming standards, an independent 
QNQC contractor reviews trim work. Incentive based contracting will be used to clearly 
define performance expectations, increase contractor accountability, and create 
competition. 

ComEd’s current tree trimming cycle (June 2000 -June 2004) is based on total circuits 
and total circuit miles. Due to the tree density in a given area, trimming productivity per 
mile varies greatly. Therefore, in years that ComEd trims areas of lower tree density, a 
higher number of miles will be trimmed. Conversely, in years that ComEd trims areas 
with a higher tree density, a lower number of miles will be trimmed. Due to the 
geography of our system, the number of miles per circuit varies greatly circuit by circuit. 
This variation leads to a trim profile (circuits completed per year) that is not levelized. 
However, circuits are completed over the four-year period. 

Many of the circuits observed in the Elgin random inspections were trimmed during 
2000. Since the inspections of these sites by Staff were conducted during September of 
2001, many of the trees on these circuits had already experienced two growing seasons 
worth of growth. ComEd’s mid-cycle program, which is now in place, is intended to 
address fast growing trees. Corrective maintenance crews, on a case-by-case basis, 
addressed the areas identified in Elgin that were of immediate concern. In addition, the 
circuits in the Elgin random site visits are scheduled for routine cycle maintenance 
trimming during the first and second quarters of 2004. This work is in progress and on 
schedule to meet the 48-month commitment. 



Substation Transformers at Peak Loading 

ComEd system planning guidelines have been designed to prevent excessive thermal 
deterioration and to provide the flexibility to restore service should a contingency occur. 

ComEd’s capacity planning guidelines require that load relief is to be provided for 
transformers forecasted to he overloaded for both normal and contingency conditions 
based on one-in-ten year extreme hot weather conditions. Transformer load forecasts are 
updated each year to ensure that capacity relief projects are initiated with sufficient time 
for completion. 

Staffs observation that a 40 MVA transformer loaded to 95% of normal capability would 
have only 2 MVA capacity to pick up load from another substation transformer during a 
contingency is not correct. A typical 40 MVA transformer has a normal rating of 51 
MVA and an emergency rating of 62 MVA. A 40 MVA transformer loaded to 95% of 
normal would actually be able to pick up an additional 14 MVA. 


