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CAPT. CONNIE H. PITTS
Commander

Tactical Operations Unit

Pnalice Department
Birmingham, Ala.
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I_Jikv other medinm sized city police

Birmingham’s  has
evolved over the past 100 years in re

departments,

sponse lo the demands of an increas-

ingly mobile society. The advent of
the automobile required the creation
of specialized units 1o direet traflie,
enforee the traflic law s, and inyestigate
the inevitable accident, Of course. not
all the new police funetions were con-
fined 1o taflie aecident investipation,
s sorielvs norms  and  mores
changed, o did eriminal bebanor,
Police operations.  therefore,  were
amended o counter new patterns of
eriminal activity, Highly mobile units,
skilled in modern wechniques and in
the use of modetn weapons and vehi-
eles. were organized, trained, and em-
ploved for the first 1ime,

During the early 1960, a period
chavacterized by rioting in Birming-
hane the  specialized  unit coneepl
reached it~ hirh watermark, As in
most major eities, Bivmingham com.
munity erises changed police organi-
zation in an evolutionary, but hap-
hazard, manner, Many of the problems
that surfaced were rooted in the pro-
liferation of Tragmented specialized
enforcement umts and the concomi-
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tant distortion of effort and frustra-
tion of control which inevitably re.
sulted. Tn the ageresate, the limitm@
operational flexibility derived  from
these units had heen gained at the es-
pense of command control and el
licieney,

The commander of the [ niformed
Division, faced daily with the task of
conlrelling and coordinating a vast
array of «mall funetional units ap-
erating in sealtered locations throweh-
out the eity, initiated positive steps to
seeure a coordinated  poljce eflort,
Staff meelings were hekl and  ulti-
mately vesulted in the drafting of a
plan for consolidaling the various
speeialty units into a unified frame-
work.

The command steucture of the de-
partment wrestled with the problems
of (11 decreasing the number of per-
sonnel assigned to special functions,
(2) maintaining a unit large enough
to deal with a number of varied re-
sponsibilities, (30 providing extensive
training in several different l’um‘tione
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lo a small cadre of oflicers, and 11
waoiding the creation of an elitist at-
titude on the part of the personnel as-
sigmed to a taetical operations unit.

. Additionallv, the Uniformed Division
Commander wished to narrow the
seope of his responsibilities and ef-
fectively: place vontrol and responsi-
bilits: for sueli a unil in one subor-
dinate individual.

Before amy plan could be imple-
mented, an analysis of the beat pa-
trolosan’s function had 1o be made,
The vesults of this study indicated that
the patrolman’s role and responsibility
could be enlarped 1o incorporate many
of the traditional speeially funetions,
Princay vesponsibility for all poljee
setvice was, therefore, transferred to
the beat alficer,

To tacilitate the transfer of more
resporsibilities 1o the beat officer, o
new absolule feld reporting system
was instituted. The institution of these
procedures cave the heat patiolman
challenge and. al the same time. re-
gluced the manpower requirenients in

( pecialized enforcement units,

Prior to selecting Tactival Opera-
tions Unit TOU ) personnel. the ex.
arl nature of that unit's area of res-
ponsibility had to be defined. Fune-
tionallv, it was to e the responsibility
al the T niformed Division Command.
er. The unit’s mission was lo angment
the repular patvol foree and reinforee
line units in the aceomplishment of
theiv assipned duties, Secondary mis.
sions imvolved riot control, harricaded
eriminals. homb  disposal prohlems,
and combitting snipers, as well ax at-
temding to a variety of ather special-
ieed areas of police operations, The
TOU'S weparate existence insured the
support of other divisions as it could
be detached From regular assignments
for special services without disrupling

A R e g

[ N . s "

regular Patrol Division duties and
functions,

The varied nature of the wissions
and responsibilities assioned the Tace-
tical Operations Unit, of necessity, re-
quired an investigation of how best
to economize the forces available to
it. Feonomy of foreess particularly in
aperiod of inereasing personnel costs,
requires police administralors to con-
stantly review and evaluate specialized
units Lo avaid imnecessary  expense
and duplication of effort in their op-
eration, \t the same times a foree sul-
ficient 1o meet al veasonably antiei-
pated needs must e maintained,

The Birmingham Tactical Opera.
tions Unit was task organized aml de-
sianed 1o minimise these potential ad
ministrative pittails, AlLTOU pervone
nel were crosscrained in cacl of the
eroups’ specialty areas. Whether his
task i o isolale or assault @ sniper,
weh teans member received saflivient
cross-iraining to enalde hing to asume
the dutics of amy other <hould tha
teammate become o casualty, This
training progressed to the state that
should the need arise amy member
could assimie the duties and responsi-
hilities of teani leader.

Recent events mandate that urban
police departments e prepared o
react with properdy trained and equip-
ped personnel Lo disturbances invaly.
ing snipers, viots, bombs, and harti-
caded eriminals, However, the majori-
v of polies agencies, due to a limited
aniount of resowrees, cannot hear the
cost of specialty training for every
polive oflicer. Tt was because of the
coxls involved that the Bivmineham
Pulice Department altimately decided
to confine ils specialty traming +Togts
o asmall eadie of 10 oflivers coneen.
trated under a unificd cammand sle-
ture tevmed the Tactical Operations
Unit,

Chief James C. Parsans

O perational Flexibility

A recommended by anthoritative
TOl s
hattmark, The <pecialty mits that were

cuidehives, {lesibilite 1+ the

combined to form the nnit provided
the department. al the onset, vith a
cadve of otheers trained in advanced
police Tunetione and techaigue-, tu
der the single command of the Tactical
I ni
provided o divect link,  heretofore

Operations Commander. who
missing. between the Uniformed Divie
sion Commander and the <pecialis
oflicers, the unit was task oreanized
into vatious elements, cach under the
direct control of a sergeant or lieuten-
ant.

Bomlr disposal daties were organ.
ized inlo g sevenaman ~squad within the
TOU, Each member of the squad has
attended  the  Hazardous
Sehoal in Huntsville, Ala., and has re.

Deviees

ceived the best training available to
faw enforeement ollicers in this field,
The saquad has heen provided with the
finest equipment available and under-
voes perindic velraining sessions o
maintain their professional edge, As
a consequence of its homb disposal
squaed™s skitled Tevell the Bivmingham
departmen! now furnishes homb dis.

“Police operations . . were amended to counter new patterns of eriminal activity,
Highly mobile units. skilled in modern techniques and in the use of modern woeapons
and vehicles, were organized, trained. and employed for the first time,”
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Bomb disposal equipment used by seven.man TOU squad.

ims‘ll ARSINRIITRD for a M‘\l'!l»(‘(nlllll_\
region,

The solo motorevele element of the
TOU i primarily responsible for en-
foreement of movine viokitions, 1t also
conducts special as-ignnents imvolving
escorl duty. ~aturation pidrols. larpe
parades. and trafhe control at fool-
hall games, Additionally, its person-
nel are trained nthe use of sophisti-
cated vadar equipment for highway
patiol.

The canine units. of which there are
11, are organized as a distinet element

“of the Tactical Operations Unit. These

nuils are emplinved in searches and
saturation patrols in high crime areas,
The entite canine element underzoes
peniodie retraining: at the direction of
its training oflieer, 1 is planoed that
the canine units he trained addition-

allvin evplosives  and navcoties
detection,
For antisniper  and  barricaded

eriminal operations, the entive TOL
is tusk organized into five seven-anan
teams. The first two teams introduced
into a critical area are organized as
an isolation element and an assault
element, The first of these to he in
serted into the eritical area is the isu-
lation element whivh is composed of
two anlisniper teiuns each leam con-
tains @ countersniper and his spotter.
These  countersniper teams provide
."n()()-(]z'prv;)' surveillanee of the objees
tive area and restriet the suiper’s
movements by pinning him down with
gunfire ad by physical occupation of
haildings adjacent to him. -
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The second group is the assault
element which is organized into three
teams: the search team. the elose sup-
port teann and the general support
teant, The assault team conduets the
search of the abjective building and
neutralizes the threat posed by a bar-
ricaded criminal or saiper. The re
maining TOU teams arve held in 1o
serve for any conlingeney,

Al Tactieal Operations Unit person-
nel fuse been evposed Lo intensive
training for operations in a built-up
urban area. This training includes
restlae military maneuvers, speeially
maodified fur pelice purposes, exten-
sive firearins Uaining, and tactival ex-
ercises in multifloored structures, in-
chiding vappelling, In vrder to assure
the rapid placement of tsolation and
asantlt teams in o congested  urban

areas, plans are being made to conduet

rappelling exercises from helicopters
onto obstrueted rooftops,

All antisniper and eivil disturbanee
equipment is maintained at a centrally
located headquarters, This insures the
maintenance of continuous security of
all weapons and equipment and pro-
vides a secure assembly avea for all
Tactical Operations Unit persannel, It
i the location where all personnel
assemble when called to duty in an
emergeney situation and where hriel-
ings and assiznments are made,

The unit ix now in the process of
conducting an analyvsis of all keyv ter-
rain features in the Birmingham area
to provide advance hnowledge of cer-
tain locations which have great poten-
tial 1or occupation by snipers, For
purposes of antisniper operations a
keyv terrain feature is defined as any
huilding or instailation which, if held
ar oceupied by i sniper or snipers,
would serve to put the TOU at a tacti-
cal disadvantage. A terrain analvsis
invelves the extensive use of acrial
phutographs taken from both perpen
dicular and oblique angles, The aim 1@
to provide a conlingeney plan of at.
tack for everv key terrain feaiure
within the Birmingham area. The data
with respeet to each location in such
an analysis include, but are not lim-
ited to, the following: identification

Members of the TOU canine unit are shown during a retraining session,
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of all eovered avenues of approach,
exit points from the building, the lo-
cation and range to adjacent dominat.
ing terrain features, floor plans, likely
entry points for assault units. informa-
tion regarding a snipet’s possible tar-
gets of opportunity, locations for the
placement of countersniper teams, lo-
cations of preassault assembly areas.
medeyvae points, and location of power
plants within the objective building.
In short, every effort is made to pro-
vide antisniper personnel with as
much advance knowledge of an oh-
jective as possible.

Training for Tactical
Unit Operations

Physical conditioning, mental dix-
cipline, and training in tactical opera-
tions are prerequisites for suceess of
personnel i the unit, The qim of the
unit's training program is to instill
conlidence in each oflicer rather than
to develop an elitist altitude so preva-
lent and so undesirable in many spe-
cialized units. To this end controlled
coordinated operations, gunfire disei-
pline, wnd self-control are  heavily
stressed, This poliey has heen estab-
lished in the belief that unless the spe-
cial available to tacties!
units are emplnves] with the vimaost

resoyrees

professional shill short-run goals may
be achieved at the expense of lone-
termi alienation of the community.

All members of the TOTU are re-
quired to meet winimum  physical
standards and are tested quarterly in
order to maintain membership, The
exinination consists of four trials:
mile run in § minutes or less, 20 con-
tinuous pushups. 30 continuous situps,
and 10 Jeg raises. In addition to the
phyvsical standards, each oflicer has for
some lime  participated in the ad-
vaneed Karate program at the pyvm in
the TOU S headquarters,

Proficiency in the use of the variety
of alfensive and defensive weapons, as
well as in operating the department’s
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speeial vehieles, s a requirement.
Weekend marksmanship training is
conducted on a semiannual basis at
nearhy military installations. In ad-
dition, countersniper isolation teams
are required to have advanced marhs.
manship training,

Abandoned multifloored structures
provide the unit with a training site
for the building searching and clear-
ing exercises incident Lo its nperations,
These exercises are intended to pro-
vide all personnel with the most real-
istie settings for gaining experience in
all facets of countersniper and hari-
“aded-criminal operations,

Fast, eflicient communication is im-
perative in the effective deployment of
unit personnel at the scene of opera-
tions. Fach member of the unit has
multichannel portable radios, in addi-
tion to regular palice band radios, in
their vehiicles, During an emervency
requiring
communication channel is assigned
for the exelusive use of the unit. This
allows the unit to function without in-

tactical  operations,  one

terference fiom the rouline husiness
of the department, while at the same
Lime maintaining commuunication with
police headquarters,

The personuel of the TOU arve fur-
nished blue coveralls and haselsadl-
type eaps for a work and training uni-
form. A special pateh was designed for
thi= unit to he worn on the work uni-
form, as well as the repular police
uniform, The members of the unit take
great pride in this symbuol, aned it adds
muelt to the esprit de corps of the
unit,

Summary

Based on the Birmingham experi-
ence, the following are suzeestions for
suveess with a Tactieal Operations
Unit:

1. Seleet mature individuals
with initiative for the Tactival
Operations Unit. Psvehiatrie ex-

aminations, i available.

Rappelling from buildings las shown!}
is included in the intensive
training of all TOU personnel.

prove helpful in «electine men
with the finest
mental traits,

emotional  and

20 Speed and aecuracy i
sathering  and dispensing  in-

formation to meet & erisis (s ps-
sential. An analvtieal capability
should he developed to assemble
intelligence and aseess 1osults of
operalions,

A0 Provide written policy and
cuidelines to povers deployment.
behavior, and activities of ihe
unit. :

L In training and in perform.
anee, emphasize the restraint re-
quited of Taw enforeement in a
democraey o avoid it and TOT
saining a “Geslapo™ image,

3. Provide the hest equipment
and training available,

0. Review constanth, with a
tolal conumand stafl. this speeial
enforcement unit’s operations, to
assess its departmental worth and

it~ arceptance by the community, &
LA
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