





	N. GEORGE DAINES 


CACHE COUNTY  
EXECUTIVE          
 
To: 	Fire Board Members, Mayors & Chief Brady 
[bookmark: _GoBack]From: 	N. George Daines, County Executive 
Date: 	March 26, 2026 
Re: 	Alternatives for Fire District 

 
Background. The Cache Fire District was organized some 60 years ago (1965) but has not been functioning as a District operationally or financially. The Cache Fire District area includes all of Cache County except for Logan City which opted out of the Fire District at its inception. Most recently, the District has been reactivated by Cache County with a Board composed of two mayors from the Cities in the South County, two mayors from the Cities in the North County, two Cache County Councilmembers and the County Executive.  
 
Current Fire/EMS Service. The 19 Cities in the District have either maintained their own municipal fire departments or contracted with other Cities to provide that coverage. Cache County has supported these municipal fire departments with equipment purchases and some services (burn permits, fire inspections, training, etc.). Smithfield City has an EMS operation with a service area that covers the northern part of the Fire District. Cache County has an EMS operation with a service area that covers the southern part of the Fire District. All of the funding for all of the Fire/EMS operations in the Fire District is currently coming from the General Funds of the Cities or Cache County.  
 
Double Taxation Problem. The Cache County funding of all Fire/EMS services comes from the County as a whole (property taxes and sales taxes). But the County Fire/EMS services and equipment are not being provided to the County as a whole. Cache County is currently using this funding to provide EMS service to just the South area of the District and also to make equipment purchases for the municipal fire departments outside of Logan.  
 
County Preparations for a Unified Fire District. Cache County over the last 2-3 years has been preparing to activate the Fire District with the goal of making it a true Unified Fire District with centralized management and operations providing Fire/EMS service throughout the Fire District. This was planned to be overseen by what would eventually be a separately elected Fire Board. This Unified 
Fire District would be supported by its own Fire District tax levy. Cache County has been preparing for this transition. The County organized the current interim Fire District Board composed of elected county and city officials. The County has added additional staff in its Cache County Fire Department. This interim Fire Board has initiated studies with respect to the financial underpinning of operating a Unified Fire District composed of all 19 Cities and the unincorporated areas of Cache County. While the details were never fully refined that organization would result in the eventual merger of the various municipal Fire/EMS operations into the “Unified” Fire District. At this point, progress in that direction has stalled – the current interim Fire District Board is reconsidering whether it should proceed with the plans for a Unified Fire District. 
 
Since the last District Board meeting I have focused on finding a way forward for the Cache County Fire District. I have listened to and discussed a range of issues with Chief George, mayors, county council members, etc. Hearing their concerns and suggestions has been helpful. There is a fair amount of disagreement, and some opinions are strongly held. I have also perused what studies we have, county and city budgets, etc. I note that we should have more current financial information shortly. 
Everyone has been respectful and open about their views. The common goal is to improve the 
Fire/EMS efforts in Cache County. And, in addition, Cache must resolve its double taxation problem.   
 
I have come to the firm opinion that any alternative that centralizes operational control in a new Unified Fire District will not be acceptable to most of the cities and particularly the two cities that are most deeply involved, Hyrum and Smithfield. I have concluded that forcing this centralization alternative on the Cities would split support and result in many Cities making an exit from the Fire District. To keep all of the Cities involved, I believe an acceptable plan must include leaving substantial (if not all) operational control with the Cities and their existing Fire/EMS departments. And, as to the Cities, not having fire departments, Hyde Park, North Logan, Providence, Nibley, etc., most of those Cities want to retain the right to contract for such services. The Board members should determine whether they share these conclusions.  
 
The Fire Board needs to consider the alternatives and arrive at a conclusion as to how it will proceed. The Cities are finalizing their budgets for their 2026-27 budget year. The County is continuing to invest substantial funding in the preparing for a Unified Fire District. The County can no longer avoid confronting its double taxation program. The time to make decisions has arrived.  
 
Here are two alternatives that the Board has and the problems with each: 
 
1. Maintain the Status Quo. Cache County cannot accept this alternative. The mismatch between revenue and services (double taxation) cannot be continued. Cache County collected approximately $4MM last year[footnoteRef:1] for its County Fire/EMS services. Logan, North Logan, Providence, and River Heights received virtually no services from County Fire/EMS yet their share of the $4MM paid in was 54% or $2.16MM.  The Cities in the North part of the District received their EMS services from Smithfield not Cache County – another part of the mismatch. Irrespective of the desires of the Cities, Cache County can no longer operate in this unfair manner. There is some leeway between funding and services but this level of disparity is not supportable. The County will not participate in a continuation of the status quo.  [1:  25 Mills on County Taxable Value ] 

 
2. Continue Formation of a Cache County Unified Fire District. This alternative involves the centralization of management and control in a single “Unified Fire District.” It presupposes over period of time (shorter or longer) the existing municipal fire departments and EMS operations will be merged into the “Unified Fire District.” This operation would be overseen by a board elected from the County. The Board would appoint the Cache County Fire District Chief and he would assume overall control of the Fire/EMS operations. The Unified Fire District Board would set a county-wide mill levy and the same would fund the Unified Fire District. This is the direction the County was proposing to the Cities. A number of the Cities including both Hyrum and Smithfield have rejected this alternative and have indicated they are prepared to take the steps necessary to exit the Fire District. A number of other Cities (but not all) that contract for services have indicated that they wish to continue to contract for services and would likewise exit. It appears that with this level of exiting members, a Unified Fire District is not feasible. 
 
3. The Voucher Alternative.   
 
	 
 
CACHE COUNTY FIRE DISTRICT 
VOUCHER ALTERNATIVE 
 
1. Participating Cities would retain complete operational control of Fire/EMS services in their City. 
 
2. Participating Cities retain the right to contract for Fire and/or EMS at a negotiated price. 
 
3. The Fire Board would remain as it is now; city and county representation would continue. 
 
4. Participating Cities meet annually to determine jointly a single baseline Fire District Mill Levy.  
 
5. The County Fire Board would adopt the Fire District Mill Levy recommended by the Cities.            Truth in Taxation, if required, would be handled by the County or Fire Board. 
 
6. The County would add the Levy to the Property Tax Notice as a County Fire District Levy. 
 
7. County would issue each City a voucher in the full amount (100%) collected from each City. County would only retain the funds collected from the unincorporated areas. 
 
8. The voucher funds could only be used for Fire/EMS (operations or contracted services). 
 
9. Cities could hold voucher funds, year to year, segregated for Fire/EMS capital projects (buildings/equipment) or Fire/EMS future use. 
 
10. County would contract with adjacent cities to provide Fire/EMS to the unincorporated areas. These funds would come from the County Fire District Levy on the unincorporated areas. These funds would greatly assist rural fire departments. 
 
11. South Cities would decide for how long the Fire Board should operate its South EMS operation. This service would be funded by those South Participating Cities at the rate of 50% of their voucher funds until such time as other arrangements are made by the South Cities. 
 
12. County and Fire Board assets (buildings and equipment) would be equitably divided or liquidated, except to the extent and for the time period some may be needed for ongoing South EMS service and/or for the unincorporated areas. 
 
13. Fire District Levy would be on the 2026 Tax Notices, collected with 2026 property taxes and then distributed. Cities would budget accordingly in June 2026. 
 
14. Cities can leave the Fire District at any time. The statutory process would need to be followed. 
 
15. If Cities leave the Fire District, it would continue to operate for those remaining. Even if all Cities opt out, the Fire District would still be needed by and used for the unincorporated area.  
 
16. These rules would be binding included in the Interlocal Agreements between all parties. 
 
 
	 
 
BENEFITS OF CHOOSING THE VOUCHER ALTERNATIVE. 
 
Avoiding Centralization & Maintaining Local Control.  
 
County Fire Boards typically have an elected representative board which selects and supervises a County Fire Chief who manages the Fire/EMS operations and personnel throughout the Fire District. The effect is to centralize control under this county wide Board and Fire Chief.   
 
Most of the Cities have already told me that they will not support this centralization. These Cities do not want to give up local control which has been the Cache County system for 100+ years. They are concerned that this centralization will not adequately address their different circumstances and needs. For example, Hyrum has had a good volunteer fire department for 80+ years and Hyrum does not want a centralized bureaucracy telling them how to replace it or how to run it. 
 
The Voucher Alternative entirely sidesteps operational and management centralization. Each City is free to run their own Fire/EMS service as they choose or alternatively contract for such service.  
 
 
Creating a Baseline Funding County-Wide for Fire/EMS Services Paid by Everyone.  
 
Cache County collectively (including Logan City) has very substantial Fire/EMS capabilities. We have good Fire/EMS facilities staffed with well trained and dedicated full time firemen, volunteer firemen and EMS professionals. They are well led and well trained. Supporting facilities are scattered throughout the valley, but more concentrated in population centers. We also have excellent medical care with multiple hospitals, medical facilities, etc. We are all blessed by these collective capabilities. If any one of us or a large number of victims need help, we trust that all of these collective resources would come to our aid, whether it be a health emergency, a fire, or some serious criminal or natural disaster. The fact is, our collective Fire/EMS capabilities back up all of us. We are neighbors and neighbors help neighbors. What this means is when there is a serious fire in Richmond, you will see fire trucks as needed roll in from Logan. The Pepperidge Plant in Richmond is a County asset and the whole Fire/EMS system supports it. Any serious multi-car accident in Sardine Canyon will bring ambulances from everywhere depending on how many are needed and who can get there the fastest. The need defines who comes - not city boundaries. We all know this. We also know that those that serve us are trained and dedicated to focus, in the event, on helping irrespective of boundaries.  
 
That is as a good a description as exists of a common good – one that benefits all of us equally. That availability in an emergency is a benefit to every person in this valley. Every person is equally blessed, but some pay more and some pay much less for this universal protection. A citizen of Logan or Hyrum or Smithfield through their City general fund pays a substantial tax for their Fire/EMS coverage. Nibley City has a contract to pay Hyrum for fire coverage. In practice, the Fire coverage cost for a Hyrum home has been 2X to 3X the cost for a Nibley home. This pricing is a matter of negotiation between the two cities. But what if Nibley City refused to pay anything at all; does anyone believe the Hyrum City Fire Department wouldn’t still come to help. A citizen in Mount Sterling pays nothing directly to Hyrum City or Wellsville City for fire coverage, but they can still rely on these fire departments in an emergency.  
 
Having a baseline Fire Board Levy on all property in the County is probably the fairest way to share the cost of this common good. Using this Voucher Alternative, everybody pays based on their property taxable value. The owners of commercial properties and second homes pay a higher rate than primary residential properties and farmland owners pay an even lower rate. The proposed Voucher Alternative has the Cities collectively determining what a fair rate is for a baseline Fire/EMS levy. We can count on the Cities collectively to set what they determine is the fair cost for this service.  Giving the Cities direct control of the voucher funds means they will also be used efficiently to provide Fire/EMS service. Lewiston City will decide what is best for that city. Lewiston may decide it is best to double down on their volunteer fire service and cross train some of those volunteers to provide some EMS capabilities. Providence City will decide what is best for that City and maybe that will be to continue to buy all of those services from Logan. But maybe at some point River Heights, 
Providence, Nibley and Millville will decide to collectively use their vouchers to build their own Fire/EMS capability. By having a uniform baseline Fire District Levy, we are essentially spreading the cost of this common good equally on the property throughout the County trusting each of the Cities to use their voucher money wisely. That is the best choice we have to avoid the Tragedy of the Commons. 
 
 
Permanently Resolves the Double Taxation Problem of County Fire/EMS Funding.  
 
The County is legally bound to reasonably measure and allocate use of county funds; double taxation is expressly prohibited by its organic act.  At this point, Cache County is paying all of its Fire/EMS expenses from its General Fund which is collected by property taxes on all county properties. But the County Fire/EMS services are not being provided to all areas of the county equally. Double taxation is a problem that must be addressed forthwith.  
 
In 2025 the County Fire/EMS budget was approximately $4MM. These Cache County expenses were primarily incurred providing EMS services to just the southern end of the county. Sporadically, the County has purchased and provided Fire/EMS equipment, training, backup and some funding and other services to various municipal fire departments. (but nothing to Cities not having fire departments).  
 
No County Fire/EMS services, equipment or facility money has been provided by the County to Logan.[footnoteRef:2] The cities of North Logan, River Heights and Providence contract with Logan City for all their Fire/EMS services, paying for these Logan provided services from their general funds. These four cities collectively provide approximately 54% of the property tax revenue of the Cache General Fund. The disproportionate coverage of Cache EMS services also results in double taxation for Smithfield and other North Cities which have their own or contracted EMS coverage.    [2:  Cache County does pay Logan approximately $100,000 per year to cover unincorporated areas in Logan Canyon and College Ward areas. ] 

 
There is no justification for the continuation of this double taxation; it must be addressed and changed. As a result of that required change, there would be a necessary reallocation of Fire/EMS expenses irrespective of how the Fire Board chooses to proceed. This reallocation would result in most of the individual citizens (city by city) experiencing increases or decreases in their property taxes. That change is inevitable.  
 
The County must solve this double taxation problem. The Voucher Alternative solves that problem even if some or all of the Cities choose to leave the Fire Board now or in the future.  
 
 
 
 
 
 
Flexibility is Preserved. 
 
The Voucher Alternative does have the Cities collectively setting a single baseline Fire District Levy, but a City could choose to add additional funds for Fire/EMS services from their General Fund if desired. For example, Cities could hold some portion of the voucher funds for several years and then join together to build their own facility adding additional funds from their general funds. The assets purchased will belong to the Cities not the Fire District.  
 
The Fire District levy acts as a baseline not a limit. All the Voucher Alternative really does is set a county wide minimum that will be collected and distributed. It will help benchmark the minimum cost of the service and aid in making sure all Cities are equally contributing at a baseline for Fire/EMS services. It would be expected that the Cities would be conservative in setting the county wide baseline Fire/EMS Levy. 
 
Cities can contract between each other or with other services be they Logan or a private ambulance company. 
 
 
No City Is Required to Remain in the Fire District.  
 
It is in the County’s best interest to keep the Fire District intact even if that District consists of no more than just the unincorporated areas. A statutory remedy is available for any city which decides it is in their best interest to opt out either now, or at any future date. 
 



