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Use 
This report documents work by the authors who were contracted to provide this report to 
Commonwealth Edison.  The authors’ opinions, findings, and conclusions are provided 
solely for Commonwealth Edison.  Statements in this report should not be construed as a 
Commonwealth Edison position, policy, or decision, unless so designated by other 
documentation. 

The report was based on information available to the authors at the time of publication, and 
therefore, is subject to change.  The use of trade names in this report does not constitute an 
official endorsement or approval of the use of such commercial products. 

Authors 
PDR&C consultants assigned to this project were Robert W. Donohue and Ron Williams.  
Messrs Donohue and Williams have extensive experience in electric utility decision-
making and project execution for the wide range of investments made by utilities including 
projects similar to that discussed in this report.  Additionally, as consultants, they have 
evaluated decision-making and project execution practices at other utilities across the 
country.  

Robert W. Donohue 
Mr. Donohue has over 43 years of experience in the electric utility industry.  Since 2003, 
he has provided consulting services, assessments and operational expertise to a variety of 
utilities across the Country.  These services include evaluations of electric distribution 
systems, including planning, design, construction, maintenance, operation, investment 
decision-making, and post-event investigations of outage management after significant 
outage events.  Mr. Donohue has served the electric power industry on the Research 
Advisory Council for the Electric Power Research Institute (EPRI).  He was Chair for 
EPRI’s Power Delivery Council, its Distribution Business Council, and is a senior member 
of the Institute of Electrical and Electronics Engineers. He served as Chairman of EPRI’s 
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Power Delivery Reliability Initiative and Vice Chairman of Edison Electric Institute’s 
(EEI) Transmission and Distribution Committee. 

Mr. Donohue has held management and senior executive positions for Consolidated Edison 
Company.  Prior to his retirement in early 2003, as Senior Vice President of Electric 
Operations, Mr. Donohue was responsible for all electric distribution operations, 
maintenance, engineering, construction, planning, and customer services for Con Edison’s 
territory which serves a population of over 9 million people through nearly 120 thousand 
miles of underground and overhead line.   

Ron Williams 
Mr. Williams has over 30 years of experience in the electric utility industry.  Since 1998, as 
Vice President of EXL Consulting, Inc, then as President of PDR&C, Corp., he has 
consulted throughout the United States in the areas of utility reliability, outage 
management, asset management, and the use of information technologies for electric 
distribution reliability and efficiency improvement.  This includes investigations of 
investments in distribution infrastructure, practices of distribution operations and 
maintenance organizations, and evaluations of the performance of utilities during large-
scale outage events.  Mr. Williams has conducted investigative studies and advised 
numerous utility clients and served a coalition of thirty utilities as consultant for the 
Electric Power Research Institute’s Power Delivery Reliability Initiative.   

Previously, Mr. Williams held various leadership positions at Pacific Gas & Electric 
Company including Plant Manager of fossil fuel and geothermal power plants, Manager of 
the San Francisco Division, Manager of PG&E’s Electric Distribution Information 
Technology Program, Manager of Materials and Fleet, Manager of Organization Planning 
and Development, and Executive in Residence at PG&E’s corporate Learning Center. 
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Introduction 

Purpose 

The purpose of this report is to describe ComEd’s use of “Blanket 

Project” accounts in terms of the role of those accounts in the 

management of core work.  

Definitions 

The authors use various terms in this report and offer the following 

definitions to aid the reader in understanding the intended use of these 

terms in this report: 

• “Management” refers to the process of ensuring prudent and 

efficient conduct of work. 

• “Core Work” refers to the high-volume, relatively low-cost, 

repetitive-type work that is consistently performed to install, 

extend, repair, replace, and relocate components of the ComEd 

Electric Distribution System.  

• “Blanket Project” refers to an account to which a high volume of 

low-cost tasks that are repetitive in nature and performed 

continuously throughout the year, are charged.  Blanket Project 

accounts “blanket” thousands of small tasks that are similar to 
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one another.  Doing so enables management to group together 

the costs of those tasks that otherwise would be spread out across 

many departments.  Grouping the tasks gives them higher 

management visibility and enables improved planning, 

budgeting, and analyses of problems, opportunities, trends, and 

other attributes of work that are key to ensuring good 

management of core work.  Grouping them also helps ensure 

proper accounting treatment.  Blanket Project accounts are used 

for Distribution work only and are not used for either 

Transmission or Substation work. 

• “Unique Project” refers to discrete one-time projects such as 

building a substation, installing a major software upgrade, or 

recovering from a major storm where Distribution costs are 

expected to be greater than $100,000 with predefined start and 

stop dates.   

• “Work Order” refers to a written description of work and other 

pertinent information needed by the field forces to complete the 

work. 

• “Task” refers to specific types of work needed to complete a 

Work Order and includes the work location, proper accounting, 

and other pertinent information. 
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Context 

A 100-watt light bulb, continuously drawing power, requires 

approximately 876 kilowatt-hours per year of electric energy.  ComEd 

delivers over 70 billion kilowatt-hours per year to meet the power needs 

of its customers.  It delivers that power to over 3.7 million discrete 

customer locations using enough miles of transmission and distribution 

lines to circle the earth more than four times.  The distribution system is 

comprised of millions of interrelated and codependent components that 

are called upon to operate safely, reliably and continuously, sometimes 

under extremely harsh conditions. 

ComEd’s electric distribution system is massive in terms of its size and 

number of components.  It is sophisticated in terms of its 

interconnectivity.  It is dynamic in terms of its ability to be reconfigured.  

It is constantly growing in terms of its ability to be expanded.  It is 

robust in terms of the durability of design and equipment with which it is 

built.  

ComEd has met its customers’ needs for increased capacity of its electric 

distribution system to reliably supply more customers and deliver the 

additional power needs of existing customers.  ComEd’s highest 

maximum net megawatt load has been increasing.  It has increased 

substantially from 19,794 mega-watts in 2004, to 21,690 mega-watts in 

2005, and 23,613 mega-watts in 2006. 
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Core Work 

Core work is the “everyday work” that ComEd and all other electric 

utilities perform to expand the system, replace failed equipment, and 

relocate utility facilities to keep the system safe and reliable so that it 

meets its customers needs.  

The distribution system requires ongoing capital investment to expand 

and extend it (such as for new or relocated customers), replace it (such 

as from storm damage and age-related wear-out or failed equipment), 

and relocate it (such as for sidewalks, street reconstruction and new 

highways). 

The work to extend, replace, and relocate the distribution system is at the 

core of what ComEd does to serve the needs of customers and 

communities within its service territory.  Customers depend upon 

ComEd to extend, replace and relocate the distribution system to meet 

their needs for service.  Service must be available where they want it, 

when they want it and in the quantities required to meet their load 

demands.  The core purposes of ComEd’s energy delivery service are to 

safely and reliably meet those customer’s needs. Work ComEd performs 

to fulfill that purpose is its core work.   

Although ComEd performs many different types of work that might be 

considered core to its purpose, the three areas described below represent 
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the majority of the high-volume, lost-cost, repetitive work that ComEd 

consistently performs throughout each year. 

New Business 

New Business core work includes extending and expanding the electric 

distribution system to meet customer requests for service modifications 

such as for capacity expansions, and customer requests for new or 

relocated service.  In 2006 for example, ComEd added electric system 

components such as wire, cables, transformers, and poles that physically 

modified or expanded its delivery system to fulfill on average, 

approximately 4,500 residential and commercial customer requests each 

month.  

At ComEd, the work that is performed to modify or extend the 

distribution system to meet the needs of current or new customers is 

referred to as New Business work.  ComEd further identifies the work as 

either New Business for Residential Customers or New Business for 

Commercial Customers.  Additionally, ComEd separates New Business 

work by geographic location, project size, and other parameters to 

facilitate efficient management and accounting for this core work.  New 

business can result from the addition of new incremental load or from a 

change in the location or nature of load. 
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Corrective Maintenance 

Corrective Maintenance, core work includes replacing failed, obsolete, 

or damaged equipment to meet the needs of ComEd’s customers for 

reliable service.  The electric distribution system is exposed to wind, 

heat, ice, hail, lightning, automobiles, construction equipment, animals, 

and other sources of accidental contact or stress that can physically 

damage it.  In 2006 for example, ComEd sustained 26 damaging storms 

or, on average, one every two weeks, in its service territory requiring the 

replacement of transformers, wire, cable, cross-arms, poles, and a wide 

range of other electric system components. 

At ComEd, the work that is performed to replace failed, obsolete, or 

damaged equipment is referred to as Corrective Maintenance.  ComEd 

further identifies the work as Emergency Replacement if it must be 

completed immediately to resolve a safety concern, service interruption, 

or to restore the electric distribution system to a normal configuration in 

order to meet its reliability goals.  Additionally, ComEd separates 

Emergency Replacement work by geographic location, project size, 

whether it is overhead or underground distribution and other parameters 

to facilitate efficient management and accounting for this core work. 

Facility Relocation 

Facility Relocation core work includes relocating parts of the electric 

distribution system to meet the needs of over 400 municipal and other 

agencies.  These municipalities need ComEd’s infrastructure moved or 
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relocated to eliminate interferences and permit construction of public 

improvements to sidewalks, sewer and water mains, reconstruction of 

roads, overpasses, and other parts of the community infrastructure. 

At ComEd, the work that is performed to remove and relocate its 

distribution system for public agencies is referred to as Public 

Relocation.  ComEd further separates this work by geographic location, 

size and other parameters to facilitate efficient management and 

accounting for this core work. 
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Blanket Projects 

A Blanket Project is Not a Unique Project 

Unique Projects are not the subject of this report.  However, 

understanding the attributes of Unique Projects may be helpful in 

understanding Blanket Projects.  Typically a Unique Project is one that 

has a fixed scope or purpose, cost, and schedule: 

• Is a Distribution project estimated to cost over $100,000 

• Is discrete type of work that would not be considered repetitive   

• Is not consistently performed throughout the year or year-after-

year, or 

• Generally requires more than 30 days to construct.  

 

 

Figure 1: A Unique Project is typically characterized by a fixed scope, cost, and 
schedule to install a new capitalized asset. 
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Usually, Unique Projects are for installation of capitalized assets.  

However, specific activities within a Unique Project may include either 

capital or expense activities consistent with ComEd financial policies 

described later in this report.   

ComEd generally manages Unique Projects through formal project 

management practices that ensure good decision-making, efficient 

implementation, and Senior Management oversight.  Unique Projects, as 

a result of their high cost, have high visibility to management and are 

subject to more frequent higher-level reviews and control than the 

thousands of smaller tasks performed routinely throughout ComEd to 

extend, replace, and relocate components of its distribution system.  To 

provide high visibility and ensure consistent, proper application of its 

capitalization policies to those thousands of small Tasks, ComEd 

strategically centralizes and accumulates the cost and accounting of 

them into various Blanket Project accounts.  

Work Orders, Tasks, and Blanket Project Accounts 

Most of the core work on the electric distribution system is low-cost, 

high-volume, routine-type work that is repetitive in nature and 

performed consistently throughout the year. An example may be 

installing a new customer connection in a suburban residential 

neighborhood in which the cost is relatively low and may only require a 

day or two of construction time to complete.  Typically, a ComEd 

planner, engineer, or other designated person creates a Work Order and 

issues it to ComEd field forces for installation.  The Work Order 
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describes the work and other pertinent information needed by the field 

crew to complete the work.   

Within Work Orders, specific Tasks are described.  A Task may be to 

install a transformer and pedestal, another Task may be to install an 

underground service cable to a customer meter box, and another Task 

may be to install a meter.  The planner, engineer, or other trained person 

who originates a Work Order, identifies the locations and assigns the 

proper accounting to each specific Task contained in the Work Order to 

ensure that the cost of the Task is charged to the proper account.  

A specific Task identifier is required to withdraw materials from ComEd 

warehouses.  Generally, materials cannot be withdrawn without a 

specific Task identifier.  Similarly, personnel who worked on the Task, 

use the specific Task identifier to record the time they spent on that 

Task.  Proper recording of time is required to ensure the employee is 

paid. 

In this example, the costs to complete each of the three Tasks would be 

charged by the field crew to each Task and those Task charges would be 

automatically recorded in ComEd’s work management system and then 

into the Blanket Project accounts that correspond to the Task type.  By 

centralizing the costs of thousands of identical Tasks performed across 

its service territory throughout the year, ComEd is able to clearly see the 

end uses of its materials and labor resources.  This provides ComEd 

management with operational and accounting information to evaluate 
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