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Melanie Gange
Alewife
Blueback Herring
American Eel
NHDES - Coastal Program, Aquatic Res. Mitigation Fund,                 Rivers & Lakes Mngmnt & Protection Fund
NH State Conservation Com. - Conservation Grant Prog.
NHF&G Dept - Fisheries Habitat Fund
Reduce flooding and vulnerability to climate change
Eliminate unsafe and unnecessary dam infrastructure
Strengthen natural ecosystem by eliminating  a barrier to fish passage
Improve water quality by decreasing thermal stratification increasing dissolved oxygen conditions
Period: January 1, 2016 to March 31, 2016

Only Ineligible activities, according to the grant application, have taken place this Reporting Quarter.

  1. Permits - All permits have been obtained.  The following is a list of permits:
      NHDES Wetlands Permit: 2015-00887
      NHDES Terrain Alteration: General Permit by Rule Env-Wq 1503.03(f)
      NHDES Shoreland Protection: Permit Exemption per RSA 483-B:5-b,IV
      NHDES Clean Water Act, Section 401 Certification: WQC #2012-404P-002
      USACOE Clean Water Act, Section 404 Permit: NAE-2014-02631
      USEPA, NPDES, General Permit for Discharges from Construction Activities: Permit No. NHR120000
      National Historic Preservation Act, Section 106 Memorandum of Agreement: NHDHR R&C #3280

  2. Final project plans and specifications were completed on March 25, 2016.

  3. The Exeter Mills cooling tower is under construction.  This portion of the project eliminated the need for a water              intake at the dam.  A May 2016 start-up date is anticipated.

  4. The contractor selection process is underway.
      Request for Qualifications were made available on Feb. 11, 2016 and was advertised.
      A non-mandatory pre-qualification meeting was held on Feb. 24, 2016.
      Pre-qualification packages were due on March 9, 2016 - Seven contractors submitted.
      Five contractors were qualified on March 23, 2016.
      A mandatory pre-bid meeting was held on March 30, 2016 and three firms attended.
      Bids are due in mid-April.

Period: April 1, 2016 to September 30, 2016

A contractor bid addenda was issued on April 12, 2016.

Contractor bids were due on April 18, 2016.  Bids were received from the three prequalified firms that attended the mandatory pre-bid meeting.  The  bids were opened by the Exeter Board of Selectmen Chairman shortly thereafter with a couple of other select board members in attendance.  The bids were handed over to the public works department for review and analysis.

The contractor bid was structured by project tasks to easily evaluate costs for the various components of the project.  The bid was comprised of a base bid and several add-on alternates.  The base bid included the dam removal and stream restoration.  Alternate A is the lowering of the town water supply intake.  Alternate B is the potential stream adjustments a year later as required by permit conditions.  Alternate C is the installation of a dry hydrant at Franklin Street.  There were only enough project funds to perform the work associated with the contractor base bid and other associated tasks required during the first year of the project.  These other first year tasks include consultant contract administration and inspections, contributions to the fish monitoring structure at Pickpocket Dam, photo documentation of the dam to meet Section 106 mitigation stipulations and base line river monitoring information for subsequent annual reports and surveys.  

Funding partners were asked if any additional funds were available for the project.  None of the funding partners were able to supply additional funds in the time frame needed to award the project or guarantee funds at a later date.

On April 25, 2016, the Exeter Select Board awarded the base bid construction contract to the lowest responsible bidder, SumCo Eco-contracting, in the amount of $873,900 as requested in the award recommendation memorandum by the town engineer.  The award recommendation memorandum included a budget review, a contractor award recommendation and review by the consultant, a review of the implications of not lowering the town intake (Alt. A), and a memo from the Exeter Fire Dept. not requiring the dry hydrant due to its substantial installation costs.  Alternates A, B, and C were not awarded.

A construction support contract was signed with the consultant, VHB, for the amount of $71,740.  The contract tasks consisted of contract administration and construction observation by qualified personnel for the base bid project, photo documentation as required by the Section 106 stipulations, attendance at the Pickpocket fish trap coordination meeting, and post construction survey and report.  This contract included a reduced level of construction observation to meet the project budget.  The construction observation tasks were accomplished by both the consultant and nearly full-time observation by the Exeter town engineer who was in daily contact with the consultant.

On June 1, 2016, a contractor pre-construction meeting was held with the contractor, consultant and town.

Also, on June 1, 2016, a coordination meeting was held at the Pickpocket Dam to discuss the potential fish trap.  Officials from NHFGD, NOAA, NHDES, VHB and the town were in attendance.

On June 13, 2016, a contractor pre-construction meeting was held with the regulatory agencies as a condition of the NH Wetlands permit.  Permit conditions were reviewed and discussions centered around project schedules and river water management during the various construction phases.

On June 20, 2016, the Abenaki Native Americans performed a protection ceremony for the changes to the riverine system that will result from dam removal.

On June 29, 2016, an evening public information meeting was held at the Exeter Public Library, which is adjacent to the project area.  The packed audience  was able to meet those involved in the project and hear first hand the contractor's approach to removing the dam and restoring the river bottom.  It was also a chance for the public to ask questions regarding the project and to voice any concerns. The meeting was recorded and later televised on the public television station.

The Exeter Mills installation of the cooling tower was completed prior to lowering the impoundment above the dam.  This allowed the HVAC system in the Mill complex to be functional and eliminated the need for river water to operate their cooling system.  The town contributed $437,500 to this ineligible portion of the project.

The impoundment was slowly lowered starting on July 1, 2016.  This was the first day that NHF&G would allow for the lowering.  The river was fully lowered within a week.
The demolition work started on the week of July 11, 2016 with the construction of an access road into the river. 
The town spread approximately 250 pounds of wetland seed mix on the exposed embankments upstream of the dam on July 12, 2016.
The first portion of the fish ladder was removed on July 14, 2016.  

The "Happy Fish" display was erected in front of the Funding Partner Project Sign for several days in early July.  This traveling icon visited the town in recognition of Exeter's efforts to improve fish habitat through dam removal and river restoration.  The icon was then moved to the town library for several days. 

A river cleanup day was sponsored by the Exeter Conservation Committee on Saturday, July 16, 2016.  Approximately twenty community members removed debris from the river area and deposited it predesignated pick up areas.  The public works department collected the debris from the pick up areas.

Shortly after the lowering of the impoundment, timber remnants of an older dam could be seen.  On July 19, 2016, David Keddell of the Army Corps lead federal agency visited the site.  After conferring with NHDHR, the town was to photo document any remnants of a previous dam.

The dam was breached on July 21, 2016. 

Volunteers for the Rivers Assessment Program (VRAP) had reported substantial dissolved oxygen improvements upstream of the dam, near the town water intake, during their bi-weekly sampling efforts since the impoundment lowering.

Bi-weekly construction meetings were held on 7/13, 7/27, 8/10, 8/24, 9/7, and 9/21.

At the July 27, 2016 construction meeting, the regulatory agencies requested that the town consider changes to the stream bed design.  Following discovery of new streambed conditions, the town and consultant worked with the restoration specialists to finalize a design that minimized fill within the stream and maintained as much of the natural bedrock conditions as possible.  On Aug. 2, 2016, the engineer issued a field order change to the contractor.  The field order adjusted the centerline of the river, kept bedrock outcrops in lieu of boulder clusters, lowered the riffle crest and shortened its arms, and lowered the riffle slopes.  This was accomplished without any additional project costs.

Leading up to the Aug. 24, 2016 construction meeting, the regulatory agencies requested additional changes to the stream restoration design. These additional changes included a secondary channel on river left which necessitated additional revetment work near the secondary channel to stabilize the stream bank and mitigate erosion potential on private properties.  The modifications to the stream restoration design would allow enhanced fish passage through the site.  The total cost for this project change was $41,206.25 which included the contractor costs, plus $10,350 for engineering analysis, design, and construction administration costs.  The town did not have enough funds for this change.  NOAA agreed to relinquish the Pickpocket Dam fish structure requirement, valued at $20,000, and apply it to this change.  NHF&G agreed to fund the remaining $21,206.25 out of its non-federal Fisheries Habitat Fund.  A construction change order for $30,856.25 and a consultant contract amendment of $10,350 were issued by the town.

The Exeter, NH area is experiencing extreme drought conditions. These conditions were very advantageous for removing a dam.  In fact, some project savings were captured because of the reduced river management activities.  However, the drought also lowered river elevations to the extent that the town water supply river intake pipe was exposed.  The pumping station could not be utilized and the town instituted water restrictions.  The town issued additional project changes to lower this intake.  A change order for lowering the river intake, was given to the contractor.  The $81,000 Alternate A price tag was offset by the $45,000 river management credit mentioned earlier and a contribution of $10,000 from the non-federal NHDES Rivers and Lakes Management Fund.  The $26,000 balance came from additional town water department funds.  A consultant contract amendment of $7,950 for construction administration and observation also came from additional town water department funds.

The Great Dam Removal and Exeter River Restoration Ceremony was sponsored by the town on Sept. 9, 2016 in the park next to the former dam site and town library.  Town speakers provided the welcome, spoke on the history of the dam site, the project process, grant funding and discussed the various public outreach and education efforts.  Funding partners from NOAA, NHDES and NHFGD also participated.  Approximately, one hundred people attended the ceremony.

The Exeter River Study committee held meetings on May 5th, June 16th, July 21st, and Sept. 15th to discuss project and to provide updates.  The meetings were open to the public and televised.

As of the end of this reporting period, all work in the dam removal and river restoration portion of the project has been completed except for reinstalling the sprinkler system and landscaping in the park area next to the dam.  Work at the river intake is only partially complete with the river diversion structure installed and the original intake pipe removed.  The remaining work should be complete in a few weeks.

No NOAA grant monies were requested in this reporting period.

Period: October 1, 2016 to March 31, 2017

The Exeter River Study committee held meetings on Oct. 20, 2016, Dec. 1, 2016, Jan. 19, 2017, and March 16, 2017 to discuss the project and to provide updates.  The meetings were open to the public and televised.

As of the end of this reporting period, all construction work in the dam removal and river restoration portion of the project and work at the water supply river intake has been completed.   The date of project Substantial Completion following clean-up was Dec. 31, 2016.

A project memorandum was issued on Nov. 8, 2016 which clarified the required Monitoring Plan.

All available NOAA grant monies totaling $610,960 were requested in this reporting period through two disbursement requests.  The funds were used to reimburse contractor invoices that were already paid with town funds.  All town matching contributions had been accounted for at each disbursement.

Additional funds to:  complete the Cultural Resources Section 106 stipulations in the Memorandum of Agreement; perform a FEMA flood analysis and prepare a Letter of Map Revision; and complete the 2017 monitoring requirements have been approved in the 2017 town budget.

Period: April 1, 2017 to September 30. 2017

The Exeter River Study committee held meetings on April 19, 2017, June 15, 2017, Aug. 16, 2017 and Sept. 27, 2017 to discuss the project and to provide updates.  The meetings were open to the public and televised.

Additional 2017 Town Budget funds were provided to:  complete the Cultural Resources Section 106 stipulations in the Memorandum of Agreement; perform a FEMA flood analysis and prepare a Letter of Map Revision; and complete the 2017 monitoring requirements.

Work is continuing on the Cultural Resource stipulations of an outdoor sign, an etched glass viewing station, and library poster displays.
The revised FEMA flood analysis is expected to be sent to FEMA in October 2017.
The annual monitoring of the dam site is expected to be surveyed in October 2017.

On May 18, 2017 members of the Conservation Commission, NOAA and regulatory agencies kayaked upstream of the dam site to see of any areas of concern.  None were noted.

There was a Fish Passage Observation meeting held with the regulatory agencies on April 14, 2017 at the former dam site to gauge any impediments to fish passage.  The Town was not required to perform any modifications.  On June 12, 2017 fish passage personnel from NOAA, FWS and NH Fish & Game Dept. met at the dam site to observe and discuss fish passage possibilities.  On August 16, 2017 the River Advisory committee was informed by NOAA that some modifications may will be undertaken at the site by NHFGD.  On September 18, 2017 some minor modifications of the stream bed were performed by the original site contractor under a separate contract with NHFGD.  The planning, design and implementation of these improvements were largely done without the involvement of the Town and their dam removal consultant, VHB.  See the press release by NHFGD for this work.

Period October 1, 2017 to March 31, 2018

River monitoring surveys were completed on October 9, 2017.  The Year 1 report was sent to NHDES.

The etched glass viewing station, library displays and outdoor sign were ordered as required in the Cultural Resources Section 106 stipulations.  All have been delivered except for the outdoor sign.  All of these components still need to be installed at the appropriate locations.

The consultant, VHB, prepared a Letter of Map Revision (LOMR) to adjust the FEMA flood maps.  FEMA approved the analysis on Feb. 9, 2018.  A public information meeting is planned in May 2018 to advise residents of these changes.

Period April 1, 2018 to September 30, 2018

The Town, NHFGD, NOAA and the consultant met at the former dam site on May 16, 2018 to perform a visual evaluation of post-dam removal fish passage conditions.  Fish were observed swimming in the reach during the meeting.  NHFGD reported that fish were using both the main channel (river right) and the bypass channel (river left).  The stream banks and river bottoms remain stable with no significant changes from 2017.  NHFGD also reported that May 11, 2018 was a "massive passage day."

The consultants surveyed the established river cross-sections for the monitoring report during the last week of August 2018.  This data will be used to prepare the second annual monitoring report due in December 2018.

All stipulations for the Cultural Resources Section 106 memorandum of agreement have been completed.  The outdoor sign, etched glass viewing station, interpretive panel and historical photos have been installed.

The LOMR adjusting the FEMA flood elevations and maps is expected to become effective on November 5, 2018.

Period October 1, 2018 to December 31, 2018

The FEMA flood plain adjustment by the LOMR became effective on November 5, 2018.

The Annual River Monitoring report for Year 2 was completed and sent to the regulatory agency on December 18, 2018.  A copy of this report will be sent to NOAA with this final report.



*Period after December 31, 2018 - NOAA Federal Program Manager - Final Review Clarifications

*1.  Describe what implementation and monitoring was different than the original grant proposal.

The implementation and monitoring has been largely consistent with the original proposal outlined in the Exeter Great Dam Removal Project Coastal Ecosystem Resiliency Grant application dated July 2, 2015 (Revised October 28, 2015). The current monitoring plan was adapted to meet the requirements of Conditions 32-36 of the NHDES Wetlands Permit No. 2015-00887, as well as Condition 4 of the ARM Fund Project Agreement executed by the Town of Exeter and NHDES, and Special Award Condition 8 of the NOAA Coastal Ecosystem Resiliency Grant. The following presents a comparison of the actual implementation, data sharing program, and post-construction monitoring compared to the original 2015 grant proposal.

A.  Project Design - Design Components
  Original Proposal                                                          Actual Implementation
-Single channel                                                              -Main channel plus left overflow channel
-Rock cross-vane structure                                         -Rock cross-vane structure
-Water intake modifications                                       -Town water intake modifications
-Stone revetment - left bank                                      -Stone revetment - left bank - increased length
-Channel slope <3%                                                      -Channel slope <3%

B.  Data Sharing Plan
  1. Environmental data share with public via Exeter River Study Committee (ERSC) Website
  Original Proposal                                                            Actual Implementation
 -Yes                                                                                     -Yes

  2. ERSC website to be maintained for duration
 -At least 1-year following completion                    -Website still active and maintained, 2.5 years after completion

  3.  Data posted to ERSC website
 -All environ. data and info collected under          -Great Dam Removal Feasibility Report
  grant within 3 months of reporting effort           -Section 106 - PIM
 -Fish counts provided by NHFGD                            -Great Dam Removal Geotechnical Design Basis Report
 -Monitoring reports                                                     -Great Dam Removal Pre-construction PIM
 -Physical measurements of restored                      -2017 & 2018 Great Dam Annual Monitoring Report (includes fish
  stream channel                                                               counts and physical channel measurements)

C.  Monitoring Reports
  1.  Items included in Monitoring Report
  Original Proposal                                                           Actual Implementation
 -Fish counts provided by NHFGD                           -Fish counts provided by NHFGD (as available)
 -Stream channel measurements                             -Monumented stream cross-section surveys (5)                  
 -Channel width in project area                                -Channel width in project area
 -Channel gradient in project area                           -Average channel slope in project area
 -Maximum jump height                                             -Maximum jump height
                                                                                            -Channel depth in project area
                                                                                            -Alewife Presence/Absence (Adult)
  2.  Submitted to:
 -NHDES Wetlands Bureau                                         -NHDES Wetlands Bureau
 -US Army Corps of Engineers

  3.  Public Monitoring Report availability:            
 -Made available to any other party in hard         -Not aware of any requests for hard copies at this time.
  copy format at cost if requested.

*2.  Describe any "lessons learned".

With two years of monitoring completed to date here are the lessons learned:

• For sediment testing and bed scour: in order to protect upstream infrastructure such as the High Street bridge and Town water supply, the project design incorporated a rock cross-vane grade control structure. Ongoing channel cross-section surveys show a stable channel upstream of the project site, suggesting the grade control has performed as designed. Bed scour and sediment degradation upstream appears to be minimal.

• For Town water supply changes: the “belt-and-suspenders” approach combining a rock cross-vane with modifications to existing water supply intake structures proved valuable based on the drought during project construction. For potential future projects with water intake concerns, permitting provisions and contract allowances for grade controls and water intake retrofits will help ensure consistent water supplies upstream. 

• For bedrock locations and conditions: although pre-construction subsurface investigations provided detailed bedrock data, there is an inherent high variability in bedrock composition that cannot be fully understood until construction. In the case of this project, the design was revised during construction to address observed differences in the extent of competent bedrock – having contract allowances for construction-phase design changes proved to be valuable.

• Including a provision in permitting and an allowance in the construction contract for adjustments to fish passage during construction and after dam removal was very valuable and should be included in future projects. Rivers are dynamic systems and this provision can correct for gaps in pre-project data collection, construction issues, or natural channel morphology following dam removal.  In this case, a secondary overflow channel along river left was added during construction after eels were observed in the channel.  Following construction, adjustments to the left overflow channel performed by NOAA and NHFGD in 2017 appear to have further improved fish passage based on visual observations during the 2018 fish migration season.

• Other “lessons learned”:
o As noted above, including provisions in permits and allowances in the construction contract for items that arise during construction provides a valuable flexibility for design changes to accommodate field issues and still meet project goals.

o Including a provision for an annual field visit during migration season is very valuable, as it allows project stakeholders to confirm how fish are or are not progressing up through the project area.

o Monitoring plans should include multiple data sources to provide redundancy in case of missing or incomplete data.  NHFGD fish counts at Pickpocket dam have been unable to collect reliable data on the number of alewife passing the project area, but field observations have helped supplement this component of monitoring.

o Due to the inherent uncertainty in measurements when surveying in a flowing channel with rocky streambed, additional data is needed to differentiate between actual patterns of channel degradation/aggradation and random noise.  Future projects should consider alternative approaches and technology – such as aerial drone orthophotography to identify changes in river alignment.

o One of the biggest stumbling blocks for dam removal projects can be public outreach to secure public support for removal. Projects could consider including a public-relations component of post-removal monitoring to collect input from the public on the positive and negative impacts of dam removal, to help guide the approach and design of future projects.

o Many dam removal projects impact small towns with a limited tax base and available budget for removal, and taxpayers can be resistant to funding monitoring immediately following large capital expenditures for dam removal. Specifically including and/or earmarking post-removal monitoring for grant funding eligibility could help mitigate this challenge.
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