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1. Summary:

• Project Title:

Averting a Tragedy in a Post 9-11 Environment

• Nature of the problem addressed: In a post 9-11 environment, citizens have become more
vigilant and concerned about trespassers and late night activities in their neighborhoods. Our
community has engaged in "Homecoming highjinks" for at least a generation whereby the high
school students 'roll' each others' trees and houses with toilet paper. Since September 11,
2001 students engaged in this activity have been confronted on several occasions by armed
home-owners. Twice a home-owner has held students at gunpoint and once a bat was used as
the weapon. Students were being assaulted with the weapons and also physically attacked.
Home-owners were being arrested and students were being arrested for committing assaults
and vandalism while engaging in a long-standing and otherwise rather benign activity. To avert
a tragedy, steps needed to be taken that would keep the students away from the residences in
the late hours of the night. In addition to this obvious threat and danger to our youth,
vandalism had been increasing over the years in concert with the 'rolling' activity. Frozen
paintballs shot through car windows, cars spray painted, pool furniture thrown into pools
damaging the furniture and pool, cars being 'keyed' and trespassing complaints were being
received in ever increasing numbers. By the year 2000, the incidents of vandalism had
escalated to a figure often times the monthly average during the month of October when
Homecoming occurred.

• Brief account of measures taken: The practice of'rolling' was so ingrained in the
community that some parents were actually driving some students to engage in the activity.
A broad-based approach was needed to solve the problem that was viewed as a benign rite of
passage and 'high school high jinks'. The act of'rolling' was not the problem by itself. The
attendant vandalism that occurred as students were out in the late hours under the guise of
'rolling' and the escalating number and intensity of confrontations between students and
homeowners was the clear problem that needed addressing. Since the 'rolling' begat the
subsequent vandalism and assaults, it was felt that if 'rolling' was curtailed the acts of
vandalism and the clear danger to the youths being confronted by weapons would be reduced.
A curfew was deemed possible, but politically sensitive due to the long-standing and
pervasive practice of 'rolling'. To enact a curfew would be viewed as imposing a curfew to
end Halloween 'tricks', would be virtually impossible to enforce and would encounter
extensive resistance from the youth and their parents. The students currently engaged in
'rolling' activities are actually the second generation of students to do so. Many of their
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parents also engaged in 'rolling' and the culture strongly supported such activity. Since the
activity was so ingrained in the culture of the community, it would be difficult to decree or
enforce it out of existence. Efforts to increase patrols and enforcement had failed and an
increase in vandalism over the years had occurred in spite of these preventative efforts.
Clearly, a very extensive education process would be required along with a strong and vigilant
law enforcement effort. A comprehensive solution was sought that incorporated peer
pressure, parental control, school discipline, law enforcement and positive incentives.
Working with the high school, we developed a response whereby all stake holders were
brought together to address the problem. Participants included students from each grade,
parents, school administrators, teachers, school resource officers, Santa Rosa Sheriff,
Escambia Sheriff, Gulf Breeze Police and the media. Students created and agreed to an 'anti-
vandalism pledge' similar to a 'prom pledge'. The pledge contained a self-imposed curfew and
consequences of prohibition from attending the Homecoming dance if violated. Parents
obtained giveaways for a raffle for those signing the pledge. The giveaways included a limo
for the dance, tuxedo, gown, hair styling, corsages. Students suggested that school authorities
add an additional tardy pass to all who signed the pledge. The high school principal enacted
the proposal. Those who violated the pledge could be excluded from the dance. Law
enforcement committed significant resources for the week and doubled patrols in the
neighborhoods, field interrogating all youngsters out after the 'curfew' and reporting them to
school authorities. Parents were notified of the plan through a closed circuit TV presentation
by the police chief and the high school principal during school orientation parents night at the
beginning of the school year. The police chief and the high school principal also co-authored a
letter that outlined the plan and was mailed to every parent the week before the Homecoming
activity began.The media publicized our activities to the community at large, which also acted
as a reminder to our students, the public, the parents and our officers. The school resource
officer, the high school principal and the police chief enlisted the aid of the student peer
leaders in the high school by presenting the problem and the solution to them and answering
their questions extensively. With their support, the school resource officer and the high
school principal went to every class in the high school and the middle school to outline the
problem and the planned solution. Patrols were increased for the Homecoming week period
by the Gulf Breeze Police, the Santa Rosa Sheriff and the Escambia Sheriff to cover the areas
in which all of our high school students resided.

• Results using most important measures of success: Vandalism complaints reduced from a
traditional increase of ten-fold for the month of October to an actual reduction of 50% below
normal monthly levels for the month of October, 2002. Assaults against youth were reduced
to zero and even minors in possession of alcohol reduced to zero for the month. Anecdotal
and actual reports of cars being keyed, spray painted, trespassing, property vandalism and
trees being 'rolled' reduced to almost zero. It was clearly visible each morning that our efforts
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were successful as no trees or houses were 'rolled' during the week. The only instance of
'rolling' that was detected throughout the week was an instance where a homeowner actually
provided written permission to his child and friends to roll his house. In years past, dozens
of houses were rolled each night, some of them every night during Homecoming. The amount
of toilet paper seized was reduced significantly, which is akin to eliminating the seizure of
eggs and shaving cream on Halloween.

3



Gulf Breeze Police Department
2003 Herman Goldstein Award submission

2. Description:

A. Scanning:
1. What is the nature of the problem? A long standing high school tradition that accompanied

the Homecoming week and Homecoming dance was late night house 'rolling'. Groups of
students would obtain large quantities of toilet paper and go out very late at night or early in
the morning and completely cover the very large oak trees or even the houses of their friends.
Parents even drove students if they were too young to drive. It was somewhat of an honor to
be 'rolled' and a challenge to accomplish the act without being detected. Over time, this late
night activity brought out vendettas and led to vandalism under the guise of this benign
activity. Furniture was thrown in pools, cars spray painted or car windows busted out, cars
'keyed', or outdoor items stolen. Some offenders were freezing paintballs and shooting out
car windows. After September 11, 2001 a new problem arose. The population in general was
very nervous and on edge. The attacks in New York and Washington D.C., coupled with the
anthrax incidents led to heightened fear and suspicion. Vigilant home-owners would respond
to youngsters in their backyards or 'rolling' their property by confronting them with
weapons. One group of youths was held at gunpoint by a homeowner with a laser-sighted
Glock 9mm, another group were chased by a baseball-bat-wielding homeowner and another
youngster was confronted by a gun when he went to the wrong house. Most of the students
out 'rolling' were engaging in a rather harmless activity, yet were genuinely putting
themselves in jeopardy. Vandalism was getting out of hand and vendettas were being settled
using the 'rolling' activity as a ruse.

2. How was the problem identified? The problem was identified by patrol officers and by
police reports of the assaults that occurred. An analysis of the crime statistics showed a
tenfold increase in vandalism in the month of October. Some of this increase was attributed to
Halloween activities, but much was from Homecoming. The residents of the community
knew about the problem, the toilet paper in the trees was graphic evidence of the activity and
the students were also reporting the spray painting, paintball shooting and car keying.

3. Who identified the problem (e.g. community, police managers, politicians, press, etc.)?
School resource officers brought the matter to the attention of the school authorities and to
police management. The initial report indicated more extensive vandalism activities. Analysis
of police reports revealed the greater danger of youngsters being confronted by weapons and
the clear possibility of a tragedy.

4. Far more problems are are identified than can be explored adequately. How and why
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was this problem selected from among problems? The potential for harm was the
overriding reason this'problem became such an issue. Should a student approach the wrong
home or confront the wrong home-owner, a serious bodily injury or death could result from
being shot with a gun or beaten with some other weapon. Gulf Breeze has a strong
commitment to the safety of its citizens and the youth in particular. The police provide a
school resource officer in every school in the City. The recreation facilities are extraordinary
and many activities for the youth contribute to a very low delinquency rate. The rise in
vandalism associated with Homecoming was causing concern by citizens and was noted by
the school resource officers, police management, school administrators and the City fathers.
While efforts had been initiated to address the problem prior to fall 2001, the rapid and
alarming increase in weapons-wielding citizens confronting toilet-papering youngsters
demanded a response that would actually solve the problem and avert a tragedy. When
approached by the police, the school administration immediately shared the alarm and began
to work to address the problem. As students, parents and the media became aware of the
genuine danger, they became motivated to solve the problem and joined our efforts to resolve
the matter.

5. What is the initial level of diagnosis/unit of analysis (e.g. crime type, neighborhood,
specific premise, specific offender group, etc.)? The initial level of diagnosis was a notable
increase in vandalism and malicious damage complaints. This increase reflected itself in crime
analysis and in anecdotal reports received from the community. The offenders were mostly
juveniles out late at night or the very early morning hours. They were unsupervised and were
creating problems much like those of Halloween vandals in any other community. The school
resource officers were a significant source of intelligence on proposed activities and would
sometimes have knowledge of targeted individuals or houses. Due to the universal and
pervasive nature of the practice, this intelligence was woefully inadequate to address the
problem. When separate groups of youths were confronted by weapon-wielding adults in the
same night, the concern increased significantly. The arrest of one of the adults underscored
the need for decisive action when he told the arresting officer "I almost shot the kid". It
became clear that the only way to get youngsters out of the neighborhoods and out of harms
way was to take steps to end the practice of rolling.

B. Analysis:
1. What methods, data and information sources were used to analyze the problem (e.g.

surveys, interviews, observation, crime analysis, etc.)? The initial response was generated
by the school resource officer attempting to respond to 'rolling' related vandalism. Using
anecdotal evidence, the officer was aware that incidents of vandalism increased during
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Homecoming week. As students were out in the late evening and early morning hours,
vandalism incidents were occurring. Frozen paintballs shot through car windows, cars spray
painted, pool furniture thrown into pools damaging the furniture and pool, cars being 'keyed'
and trespassing complaints were being received. In 2000, evaluation of crime statistics and
data revealed that incidents of vandalism increased ten-fold during the month of October.
Most of the vandalism appeared to be Homecoming related. Attempts to respond to the
complaints by increasing patrols were of limited success. Since most students were not
caught in the act of committing vandalism, but merely out in groups carrying toilet paper;
efforts to refer them to school authorities were pursued in 2000 and 2001. Arrangements to
have those caught out late at night by officers disciplined by school officials caused another
problem. The students that were caught were given detention. This did curtail some activity,
however parents became upset that their children were getting detention for a "non-school"
related activity and threatened legal action. This caused the school to discontinue disciplining
those students. The most compelling fact that demanded action was the reports received in
October 2001 of students being confronted by homeowners with guns and other weapons. It
became immediately clear that urgent and effective action was needed to keep the students
out of harm's way. While they were engaging in a rather benign and long established activity
that some of their parents even participated in when they were students years before; they
were placing themselves in grave danger. The acts of trespassing and 'rolling' had now moved
from that of tolerable childish pranksterism to that to of potential lethal and deadly activity.
The students had to be diverted from the activity immediately, before one of them was
accidentally shot or killed by a nervous, zealous or scared homeowner. The events of
September 11, 2001 had changed everything. Homeowners were more suspicious and vigilant.
They were responding to perceived threats with deadly force. In a post 9-11 environment,
the community response to suspicious activity and perceived threats in their neighborhoods
was heightened. The benign activity of 'rolling', the late night activity and the fear of the
citizens was clearly on a collision course that could only have one predictable and tragic
outcome. The accidental injury or death to a youngster sneaking through a neighborhood
while engaged in a rather harmless and long standing tradition of 'rolling' houses.

2. History: How often and for how long was it a problem? 'Rolling' has occurred in Gulf
Breeze since the 1970s. Each class of high school students would 'roll' each other's houses.
The goal was to go out with friends and to 'roll' other friends. There was some status
associated with being 'rolled'. The more popular girls and boys would be targeted more
frequently and singled out for more thorough 'rolling'. Students would go to bed at night with
a clear and clean yard and in the morning the family would awake to find their trees
completely covered with toilet paper. The evidence was very clear and the statement
obvious; the more popular students would be more thoroughly and more frequently 'rolled'.
In order to be successful 'rolling' a house, students would often sneak through backyards on
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foot carrying large amounts of toilet paper. They would creep through yards and stay in the
darkness to avoid detection. The key to success in 'rolling' was to avoid detection, yet to
thoroughly cover trees in toilet paper. As time went on, some students used the opportunity
get out of the house in the late hours to get even with those they disliked or had wronged
them. Some simply used the opportunity for criminal activity. It was much like a Halloween
event in other communities, however it lasted for at least an entire week.

3. Who was involved in the problem (offenders, victims, others) and what were their
respective motivations, gains, losses? The student population of the high school were
engaged in rolling. Additionally, many middle school students were also going out very late
(one car of middle schoolers was actually detected out at 3:00am being driven by a parent).
The homeowners and property owners were victims of trespassing, disturbances late in the
night, property damage and the mischief of having their property 'rolled'. The repair costs
and clean up costs for such activity is significant. Others would be out and about under the
cover of the 'rolling' activity and would use the event as a subterfuge for vandalism and other
types of crimes. The scenario is much like a typical Halloween in any community that it
lasted for an entire week.

4. What harms resulted from the problem? Frozen paintballs shot through car windows, cars
spray painted, pool furniture thrown into pools damaging the furniture and pool, cars being
'keyed' and trespassing complaints were being received. The trees or houses were covered in
toilet paper, which required significant effort or cost to remove. The trees are as high as 60
feet and houses can be up to 35 feet above the ground. Many of the clean up efforts were
beyond the ability of the average homeowner. The most significant harm, however, was the
potential for severe injury or loss of life from a student being confronted by a weapon-
wielding adult.

5. How was the problem being addressed before the problem-solving project? Efforts had
been made for several years to curtail the vandalism and other crimes by increasing patrols
and remaining as vigilant as possible during the week of Homecoming. The school resource
officer made significant progress in 2001 when he conferred with school officials and arranged
for detention for those caught out during Homecoming week with toilet paper or in groups in
the neighborhoods. Officers would conduct field interviews of those caught out in
neighborhoods with large amounts of toilet paper. Their names would be turned in to the
school principal and the students would receive Saturday detention. What were the results
of these responses? The results of the traditional response of increased patrols and
increased vigilance by the law enforcement was disappointing. The number of vandalism and
malicious mischief complaints increased steadily over the years until it reached a ten-fold
increase in complaints reported for the month of October. The results of the school resource
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officer were encouraging and effective. Incidents of vandalism decreased by 50% during the
month of October 2001 from that of October 2000. However, even this significant reduction
represented a five-fold increase in vandalism complaints for normal monthly incidents. Two
events occurred that required a different response. The first occurrence that required a change
in our response was the threat from parents of students to bring legal action against the
school for giving detention for 'non-school related' activities. The school's legal counsel
advised that the challenges may be sustained and recommended a cessation of the school
detention practice. The second and far more urgent event was the confrontation of students
by gun-wielding and weapon-wielding adults. The incidents occurred on the same night and
involved two separate groups of students and two different adults. Other similar incidents
have occurred during the year to reinforce our decision to take immediate and effective action.
A plan needed to be developed and implemented that would remove the students from harm's
way.

6. What did the analysis reveal about the causes and underlying conditions that
precipitated the problem? Students would go out in groups to 'roll' each other's homes.
The intent of the 'rolling' was to cover another's live oak trees in their yard or house with
toilet paper. The trees could be as tall as 60 feet high. Students took pride in almost
completely covering a tree or house in toilet paper, doing it quickly and without detection. In
addition to the large numbers of students out in the city neighborhoods each evening during
Homecoming week, many undetected vandals were also out. The subsequent reports of
frozen paint balls shooting out windows, scratched cars, painted cars, pool furniture thrown
in pools, damaged pool liners and the like revealed a more sinister side to the benign activity
encouraged and enjoyed by all. Since it was very difficult to detect and apprehend the
perpetrators in the act of committing vandalism, efforts were made to interdict the students
out in groups. Like Halloween night, those committing crimes during Homecoming week made
every effort to avoid detection. Bicycle patrols, cruiser patrols, officers on foot and
neighborhood watch groups were employed with limited success. Many carloads of youths
were intercepted with large amounts (cases) of toilet paper. The paper would be seized and
brought to the station, the individuals field interviewed and the names turned over to school
authorities. These efforts had limited results. Furthermore, the heightened response of
homeowners in a post 9-11 environment made the potential for a tragic event quite high.
Youths were in city neighborhoods in the late hours either up to mischief or committing
crimes and residents were reacting to the provocation in drastic ways.

7. What did the analysis reveal about the nature and extent of the problem? Students
would go out in groups to 'roll' each other's homes. The intent of the 'rolling' was to cover
another's live oak trees in their yard with toilet paper. The trees could be as tall as 60 feet
high. Students took pride in almost completely covering a tree in toilet paper, doing it quickly
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and without detection. In addition to this rather benign activity, incidents of vandalism
increased ten-fold during the month of October. Homecoming week and Halloween both occur
in the month of October. Homecoming week is the third week of October. With a tremendous
increase in criminal activity and a large number of students out in the city in the very late
hours, students began to be confronted by homeowners acting on their own. Several incidents
of gun-wielding and weapon-wielding adults confronting groups of students in the very late
hours set the stage for a tragedy if positive action was not taken soon to avert the action.
Students and their parents saw 'rolling' as a rite of passage and the activity was expected.
Parents did not discourage their children from going out with their friends to 'roll' trees and
houses, but rather encouraged it. Some parents even provided transportation for their
children. The homeowners were extremely vigilant and alert following the September 11, 2001
attacks in New York and Washington and the nightly news reports of Al-Queda activity.
Anthrax reports were being broadcast nightly and supposition of future attacks on our
infrastructure were keeping the stress levels and suspicion at a very high level. As a result,
some homeowners responded with excessive and deadly force in defense of their property
and families. Students were used to creeping through back yards and down dark side streets.
Their activity was now being noticed by many residents and they were now being confronted
by a potentially lethal response. The motivation for both sides was so different, that the only
reasonable response was to intervene to halt the practice of 'rolling' to keep the students
away from the neighborhoods in the late hours of the night or early hours of the morning.

8. What situational information was needed to better understand the problem (e.g. time
of occurrence, location, other particulars re: the environment, etc.)? An appreciation of
the depth of the feeling about 'rolling' was important. Gulf Breeze is a young city. It was
incorporated in 1962. The practice of'rolling' began soon after the city became populated.
Each high school class engaged in the practice and it became an ingrained tradition in the City.
There was some status attached to the practice, both the ability to 'roll' a house without
detection so that the homeowner awoke in the morning to hundreds of feet of toilet paper
over the house and large live oaks in the yard; and in being the recipient of'rolling' as
validation of one's popularity in the school. 'Rolling" occurred in the very late hours and
students would travel through the City in carloads and caravans; parking down the street
from the target and sneaking through the yards to the target without being detected. After the
house and trees were 'rolled' the students would flee the area. It was a rather harmless and
benign activity. The mischief of'rolling' the trees would often have to be addressed by the
target house student. The trespass that occurred was akin to that of Halloween 'trick or
treaters'. As time went on, vandalism became more prevalent. The subterfuge of being out
late to 'roll' excused many from the scrutiny of their parents. Scores were settled and
malicious intentions were fulfilled. After September 11, 2001; the heightened fears and
suspicions of homeowners and residents of the community began to produce exaggerated
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responses from homeowners. Several students were confronted by weapon-wielding
homeowners and were in genuine jeopardy of injury or death without realizing it. One
homeowner stated to the arresting officer when he was brought in for assaulting students with
a firearm, "I almost shot him." That homeowner had confronted several students by detaining
them at gun point. He was armed with a laser-equipped Glock 9mm handgun.

9. Was there an open discussion with the community about the problem? Absolutely.
Initially, students were approached by the school resource officer and urged to curb their
activities to reduce the vandalism. After the incident that put our students directly in harm's
way, the school administration was approached by the police chief and talks to curtail the
activity were begun. The principal expressed concern and frustration. She had been placing
students on detention, but threatened legal action by some parents and the advice of the
school's legal counsel resulted in a cessation of that practice. A task force of student
representatives of each grade, school administration, teachers, active parents, law
enforcement, and the press began to meet to expose the extent and severity of the problem
and then to develop a response to the issue. The task force began meeting in late Fall of 2001
and met throughout the school year and into the early Fall of 2002. The pledge was created
by the students, law enforcement planned to increase patrols, the press provided coverage to
the community and the school administration supported the plan with the possibility of
exclusion from the Homecoming dance for violators.

C. Response:
1. What range of possible response alternatives were considered to deal with the

problem? In 2001, the school resource officer developed an initiative with the school
authorities that demonstrated significant effectiveness. The plan called for police patrols to
conduct field interviews of student groups out late and turning their names into the school
administration. Those out late, in groups, in cars or in the neighborhoods in groups and
carrying toilet paper, paint ball guns and other associated items were intercepted. The school
assigned detention to those students that were clearly engaged in 'rolling' activity. This
resulted in a 50% reduction of vandalism complaints received, however threatened legal action
by parents brought the plan to a halt. In 2002, alternatives that were considered were
dependent on the proponent. The police proposed increased patrols and a mandated curfew
that could be enforced with police action. The students proposed rewards such as free
corsages, limos and tuxedos; additional tardy passes. The school administrators had tried to
curb the action through assignment of detention. Some parents could not understand why any
action was needed at all. A model that was adopted and pursued was the 'prom promise'
concept. In response to drinking-related fatalities; the school had adopted a program of
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encouraging students to sign an non-drinking pledge and then provided significant rewards for
those that signed and'stayed in prom night at the dance. Students were 'locked in' and then a
great many activities were provided to them to keep them entertained and active throughout
the prom night. Students were not allowed to leave and the result was a cessation of teenage
drinking-related problems.

2. What responses did you use to address the problem? While efforts were begun to curb the
problem with heightened enforcement efforts, it quickly became clear that this approach
would not succeed. It was extremely difficult to detect the students in the act of 'rolling' or
committing a criminal act. Many students were detected out in the neighborhoods in carloads
with cases of toilet paper. Their intentions were clear, yet they were not in violation of any
criminal statute or ordinance. Increased patrols resulted in numerous field interviews of
youths and also the seizure of large quantities of toilet paper. However we knew we were
only detecting a small number of students, as the resultant large number of'rolled' houses
each daybreak revealed. The ten-fold increase in vandalism and malicious mischief complaints
for the month of October also underscored our lack of success. Since the action was so deeply
ingrained in the social structure of the community and was so universally regarded as a
harmless activity, it was not politically feasible to adopt ordinances or enact a curfew to
curtail the activity. Efforts by increased numbers of police officers patrolling late at night had
limited effects and failed to curtail the 'rolling' or the vandalism to any appreciable degree.
The number of incidents actually increased until the increase in vandalism and malicious
mischief complaints was a tenfold increase over non-Homecoming months. The efforts of the
school to impose detention on those caught out late with toilet paper met with some success
and reduced the tenfold increase to a fivefold increase (cut in half the complaints), but had to
be abandoned after threatened legal action appeared. It became clear that the depth of the
problem required an approach of community education and voluntary participation that was
universally recognized as necessary and that the peer pressure causing the problem was
redirected to curb the problem.

3. How did you develop a response as a result of your analysis? Our response was modeled
on the 'prom promise' concept. Using the 'prom promise' concept, students would be asked
and encouraged to sign a pledge that would promise not to engage in vandalism or be out late
during Homecoming week. Since the promise would be voluntarily signed, violators could face
consequences that they agreed to in the promise. That was to be built into the promise.
Educating students, parents and the community also became a vital component of the plan.
All stakeholders needed to be convinced of the necessity of altering past action and
implementing a new behavior. By educating parents and students to the danger of 'rolling'
and then developing a positive response, it was hoped to change the direction of the problem.
It was also recognized that the solution would not work without 'buy in' from all aspects of
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the community. The students would have to be engaged to shape an acceptable response as
well as law enforcement and the school administration. In addition to the students, the
parents needed to be informed about the jeopardy their children were in and then had to be
convinced that the response was appropriate. Lastly, the community at large needed to be
involved and informed that the problem was not terrorists in their back yards, but high school
students. While it was hoped that the numbers of students out late would be reduced and that
the lateness of the hour would diminish; it was understood that some students would still
engage in both the practice of 'rolling' and in acts of vandalism.

4. What evaluation criteria were most important to the department before the
implementation of the response alternative(s) (e.g legality, community values,
potential effectiveness, cost, practicality, etc.)? The effectiveness of response and the
ability to actually implement whatever response was developed were overriding. However,
there were several factors that had to be considered as well. Politically, the practice of
'rolling' during Homecoming week was so pervasive that legislating it out of existence was
not feasible. It was also not feasible to enforce it out of existence. Attempting to do so would
be akin to trying to enforce Halloween out of existence because of the high numbers of
vandalism incidents occurring during that time. Legal issues needed to be considered from the
school's perspective as they had been threatened with legal action for the attempts that they
had already made at curtailing the activity. Due to the extreme jeopardy that our youngsters
were facing, cost was not an over riding factor and additional resources could be committed
without fear of justifying increases in the future. As it turned out, the cost increase was
minimal. Our school resource officers worked nights during that week to detect those
students that were out late. Additional patrol officers were also added to patrol on bicycles,
however we had a bicycle patrol grant to offset that expense.

5. What did you intend to accomplish with your response plan (i.e., project goal and
corresponding measurable objectives)? We had a twofold intent; eliminate the threat and
danger to our youth and to reduce vandalism in the community. We approached the solution
to the problem with the outlook that we needed the cooperation and voluntary acquiescence
of the students for our plan to work. We needed for the students to recognize that there was a
problem, to adopt an appropriate response to the problem and then to create peer pressure to
seek comprehensive compliance. By getting the students to realize they were in danger by
being out late at night in peoples yards, we sought to get agreement from them that the
behavior was no longer 'cool'. By successfully getting them to adopt that position, their
failure to go out to 'roll' achieved success in both areas. The students were no longer in
people's backyards and in jeopardy by being there and they were also not out late at night
committing acts of vandalism. Since the latter were violations of criminal law, law
enforcement did not need the cooperation or agreement of the students to enforce that. It was
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stressed that we expected compliance and cooperation, but that we would be firm in our
dealings with offenders.

6. What resources were available to help solve the problem? We used personnel resources.
The school, students, parents, local political figures, law enforcement and public education.
By working closely with student representatives to create our response plan, we were able to
adopt a plan that was acceptable to student body. Incentives were created to get the students
to sign a pledge that they agreed not to be out after 11:00pm and not to vandalize or
disrespect others' property. The school administrators offered an additional tardy pass to
those that signed the pledge. That resulted in an almost 100% sign up rate. The media agreed
to publicize the problem for the community. This was intended to educate and inform the
citizenry of the actions that had been occurring, the scope of the current problem and what
efforts were being made to solve the problem. It was our hope to reduce the fears of the
public and to mitigate the response that those students who might violate the pledge would
face if detected in the neighborhoods. The police chief appeared on closed circuit TV at
school to address the parents during the school orientation so that all parents would be made
aware of the problem. A letter co-signed by the principal and the police chief was mailed to
the home of every student the week before Homecoming that reiterated our efforts and the
plan that was created. Additional patrols were put on during the night time hours that
doubled our patrol strength that week. The Santa Rosa Sheriffs Office and the Escambia
Sheriffs Office put on additional patrols for that week as well. The student peer leaders, the
school resource officers and the school administration went to every single class in the high
school and the middle school to get the message out that there were rules and there were
consequences for violation. Additionally, local citizens obtained giveaways like corsages, limo
rides, tuxedo, dress rental, hair dresser appointment that was given in a drawing to those that
signed the pledge not to be out late and not to vandalize.

7. What was done before you implemented your response plan? Meetings, community
education and plan development. Efforts were begun at the conclusion of Homecoming week
in October 2001 to form a committee to develop a solution to the problem of vandalism and
students being in jeopardy in the neighborhoods in the late hours. By convening a group of
student representatives from each grade and the middle school, the school administrators, the
local law enforcement agencies, active citizens, the press, teachers and student peer leaders; a
comprehensive plan was developed. The plan was designed to get general compliance from
the students that they would not be out late and would not engage in dangerous or criminal
behavior. By working closely with student representatives to create our response plan, we
were able to adopt a plan that was acceptable to the student body. Incentives were created to
get the students to sign a pledge that they agreed not to be out after 11:00pm and not to
vandalize or disrespect others' property. The school administrators offered an additional
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tardy pass to those that signed the pledge. That resulted in an almost 100% sign up rate.
Students who signed the pledge indicated that they would adhere to the agreement. It was
also pointed out by the students that there was a lot of peer pressure to engage in the activity
and that they went out in groups. It was also pointed out that if "my friends don't go out,
then I won't go either". Therefore, if a majority of a social group signed the pledge and
adhered to it, chances were good the entire group would effectively be prevented from going
out 'rolling'. The parents were educated by the police chief and the high school principal
during school orientation when all of the students' parents were in school for orientation at
the beginning of school. The problem and the proposed response was laid out for them to
understand that the overriding concern of our actions was the safety of their children. The
student peer leaders were also addressed by the police chief, the school principal and the
school resource officer. The meeting outlined the problem and the danger that the students
faced and our proposed response. Their feedback was sought and their questions addressed.
They bought into the plan and were recruited to assist our efforts getting the students to sign
the pledge and to begin to talk among the students about the dangers of the activity. The
additional tardy pass was offered and the pledges were distributed for signature. Students
who signed the pledge were eligible for the additional pass and for the incentives that had
been donated to our efforts. It was also made clear to students that violators of the pledge
also faced the possibility of being banned from the Homecoming dance. While this did not
have to be implemented, it represented a significant sanction for violators. A letter was mailed
home to each family that outlined our efforts and our response and sought parental
cooperation in keeping the students home during the late hours. Law enforcement scheduled
additional personnel to work that week. The officers were also educated about the scope of
the problem, the dangers that the youth faced and the annual increase in vandalism. The
community was made aware of the problem and the anticipated response through media
publicity and the City council was kept informed throughout the year.

8. What difficulties were encountered during response implementation? Few difficulties
were experienced. Since all stakeholders were involved in solving the problem, each time an
obstacle appeared, the solution to the problem was generated and implemented. Cooperation
was received from every agency and group that had a stake in the issue and workable
solutions were generated and offered at every step of the way.

9. Who was involved in the response to your problem? Our broad based response included
school administration, law enforcement agencies, students of all grades and the middle school,
student peer leaders, press, political representatives and the community at large. Every
aspect of the community that had a stake or an involvement in the problem was invited to
participate, and every one did participate during the process. It was felt that this was the
only feasible way to achieve success. Since 'rolling' was so ingrained in the social fabric of the
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community, was so tolerated by the residents and the parents and engaged in for so many
years; the only way to effectively address the problem was to create the solution with those
participating in the problem.

D. Assessment:
1. What were the results? Vandalism and malicious damage complaints were reduced to 50%

of the monthly average for the month of October. The number of assaults on youths and
complaints of residents confronting youngsters was reduced to zero during the same time
period. What degree of impact did the response plan have on this problem? Results
were outstanding. Reduction of vandalism to 50% of the monthly average for the month of
October and reduction of incidents involving youths being confronted by homeowners to
zero. It is safe to say that the response plan eliminated the problem. In fact, it was so
successful that there were not even any vandalism complaints associated with Halloween that
occurred the following week.

2. What were your methods of evaluation and for how long was the effectiveness of the
problem-solving effort evaluated? Crime statistics analysis and anecdotal reports from
students and officers. The crime statistics for vandalism and malicious mischief complaints
were evaluated for the month of October. Additionally, the statistics of assault on juveniles
was evaluated. Our anecdotal evidence came in several forms. City Counselors noted that
there were no problems or complaints to them about illegal activities during Homecoming.
Officers noted a significant reduction in the number of youngsters out in the late hours and
the subsequent reduction in juvenile field interviews. There was also a reduction in the
amount of toilet paper seized.

3. Who was involved in the evaluation? The police chief and the administrative staff of the
police department evaluated the data. The school administration also reported a drastic
reduction in the number of complaints that they received about student activities during
Homecoming week.

4. Were there any problems in implementing the response plan? No, once the reasoning
was provided and the scope of the problem explained; all parties approached were willing and
diligent participants.

5. If there was no improvement in the problem, were other systemic efforts considered to
handle the problem? At this time we intend to continue with the effort on a reoccurring
basis until 'rolling' is not longer perceived as a 'rite of passage' for high school students in the
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City.

6. What response goals were accomplished? All response goals accomplished. Incidents of
vandalism and malicious mischief were reduced to 50% of the monthly average for the month
of October. The number of assaults on juveniles also reduced to zero for the target period.

7. How did you measure your results? Measured by crime reports and anecdotal reports from
students and officers. Also measured by the amount of toilet paper seized. The drastic
reduction in the number of complaints that were received by school administration and City
Counselors was significant.

8. What data supported your conclusions? The crime statistics of the Gulf Breeze Police
Department and the reduction in the number of complaints that were received by the school
administration and the City fathers.

9. How could you have made the response more effective? It is not felt that it would have
been possible to make the response more effective. The results exceeded our expectations. We
were attempting to reduce vandalism to a level close to normal monthly levels and to
eliminate the incidents of youths being assaulted or being confronted by weapon-wielding
homeowners. By actually reducing the vandalism complaints to 50% lower than the monthly
average and eliminating assaults, we exceeded our expectations.

10. Was there a concern about displacement (i.e., pushing the problem somewhere else)?
Yes, that is why the other law enforcement agencies were involved from the outset. Since the
students that go to Gulf Breeze High School live in Santa Rosa County, Pensacola Beach
(Escambia County) and within the City limits of Gulf Breeze, all agencies had to be actively
involved in the plan creation and implementation. If the students realized that their activity
would not be monitored in the surrounding jurisdictions, then it was felt the vandalism
problem and subsequent juvenile assault problem would displace to those areas.

11. Will your response require continued monitoring or continuing effort to maintain
your results? Yes, due to the long standing tradition of 'rolling' and the involvement of
parents assisting the students in this activity it is felt that it will take several years to
extinguish the behavior. With that goal in mind, the school and the police will continue their
efforts with the student population and with the student peer leaders until it is felt that the
momentum has gone out of the activity.
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3. Agency and Officer Information:

1. At what level of the police organization was this problem-solving initiative adopted
(e.g., the entire department, a few select officers, etc.)? The initiative was adopted by the
entire organization. The program was initiated by school resource officers pointing out the
need for action to curb 'rolling' and the attendant vandalism. As it became evident that the
weapons confrontations were becoming dire and demanded immediate and decisive action, the
chief met with school officials and developed the working group that fleshed out a plan. The
entire police department and neighboring agencies responded during the week long activities
to interdict violators and take appropriate action.

2. Did officers or management receive any training in problem-oriented policing and /or
problem solving before this project began or during its' execution? The entire
department attended mandatory community policing training conducted by the Florida
Regional Community Policing Institute in 2002. The curriculum included an introduction to
Problem Solving Policing.

3. Were additional incentives given to police officers who engaged in problem solving?
Each officer in the Gulf Breeze Police Department is required to complete a problem oriented
policing initiative each quarter as a part of our award winning comprehensive community
policing program. Noteworthy achievements are recognized at city-wide meetings where all
city employees meet for a mandatory monthly breakfast. The school resource officers were
given 'credit' for their participation in the plan creation and in the implementation. They
were not required to submit an additional community policing activity report for the quarters
that the plan was developed and implemented.

4. What resources and guidelines (manuals, past problem-solving examples, etc.) were
used, if any, by police officers to help them manage this problem-solving initiative?
The chief worked closely with the school resource officer and attended all community
meetings and planning meetings with the officer. At the conclusion of the assessment phase
and the beginning of the response phase, the chief assisted in conducting the meeting with the
student peer leaders and provided the necessary information and data. The officer was
provided with a letter co-signed by the chief and the principal that was sent to every parent
in the school. Officers were tasked with conducting a field interrogation of all youths in the
community after the agreed upon, self imposed curfew of 11:00pm. The results of the FI' s
were turned over to school administration for action.

5. What issues/problems were identified with the problem-oriented policing model or the
problem-solving model? The problems that were identified were the large increase in
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vandalism incidents and the clear jeopardy that students were placing themselves in when
they were engaging in the rather benign activity of 'rolling'. Students would sneak through
back yards and down darkened streets to 'roll' houses undetected. Vigilant homeowners and
barking dogs were able to detect a number of students. Heightened fears and awareness from
September 11, 2001 led some homeowners to respond to these trespassers with excessive
force. Students were confronted with guns and other weapons wielded by the homeowners.
Instead of waiting for a tragedy to occur and then responding, it was determined that urgent
action as needed to avoid a-tragedy. School and police officials worked in concert with the
community and students to scan the problem, assess the situation, develop a comprehensive
response and analyze the results.

6. What general resources (financial and/or personnel) were committed to this project,
and of those resources, what went beyond existing department budget? The general
resources that were committed to this project were personnel and time. The commitment of
school administrators, school resource officers was utilized during the normally scheduled
work time of those parties and did not require additional budgetary resources. The bicycle
patrol officers, school resource officers and patrol officers assigned during the evening hours
of Homecoming week was our principal increase from routine patrol. By supplementing our
patrol force with bicycle patrol officers (working under the funding from an LLEBG grant)
and allocating additional hours for the school resource officers to work the evenings and
midnight shifts during that week, any groups that were out in the neighborhoods were
immediately detected and intercepted. They were sent on their ways and reminded of the
'contract' not to roll or to be out late. Their names were forwarded to school administration
daily for action. The Escambia County Sheriff and the Santa Rosa County Sheriff also
increased their patrols and took the same action. The amount of additional hours committed
during the week by the Gulf Breeze Police Department was just over 2 FTEs or about 88.5
hours. Of that total about half was taken as compensatory time and about half paid as
overtime. The amount expended represented an increase of 4.4% of our weekly budget. Given
the significance of our efforts and the outstanding results achieved; it is felt that the budgetary
costs were reasonable and justifiable.

7. Project Contact Person:
Peter Paulding
Chief of Police
311 Fairpoint Drive
Gulf Breeze, FL 32561
850-934-5121
850-934-5127
paulding@ci.gulf-breeze.fl.us
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As a result, we have formed a task force including students, parents,
community members, representatives from the school and local law
enforcement agencies. After several meetings, this committee's
recommendations include students signing a Homecoming Pledge, a self-
imposed curfew, and planning alternative activities.

Everyone is more safety conscious now, to protect their property from
unknown persons, to protect their families. Noises, strangers, vehicles that
previously might have not elicited a second thought, people now investigate.
Moreover, the later it gets, the more calls are made to the police and the
more frustrated neighbors, friends, and community members become. Most
documented damage and calls come after 11:00 pm, the legal driving curfew
for teens up to 17 years old. Local law enforcement agencies are doubling
their patrols and will be very active all week.

With your cooperation and assistance, we anticipate a safe and successful
Homecoming Week. Please plan to join us for any activities you are
available to attend.

Thank you in advance for supporting our school and community and for
protecting your son or daughter,




