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3SUBJECT: Lessons from Operation "Torch".

1. Attention is invited to the inclosed copy of report from the
Commanding General, Eastern Assault lbrce, December 26, 1942, regard-
ing lessons learned from Operation "Torch".

2. This report covers only the landingi in the vicinity of Algiers
and not the entire "Torch" operation.

1 ildl.
Cy. of Report of lessons
frm Operation "Torch",
12-26-42.

H. B. LEWIS,
Brigadier General,

Acting The Adjutant General.
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I - G-l

l. In the planning stage of the "TorchW operation, there were no
exceptional difficulties. During operations the chief difficulty was to
obtain battle casualty reports from lower units, It it believed that this
can be rotyadied by having the Adjutants General of Division and higher units
conduct schools for Regimental and Battalion Adjutants prior to the beginning
of the operation.

II - C-2:

2. Preparation for o2eration:

a. An abundance of accurate information was furnished to uand (iBs-
seminated by this Headquarters covering our zone of operations. Elxcell-
ent aerial photographs were provided covering our theater of operations.t
Howevur, anX exprt interpreter of aerial phototgraphs would have been a
valuable asset to this command. A larger supply of aerial photgraphs
of critical points ias needed (only one set of photographs per Combat
Tearn was available).

h. Terminal force, which was an infantry lnit under control and
oporation of the Royal Navy, report that intelligence furnished it was
both oeagre and inadequate, also that after the plans were revealed to
the peroonnel, there was not sufficient time (about two days) or
facilities given for a complete study of the information furnished.

c. It is sut:;,euted that since these operations were on shore, they
should have hai the benefit of the intelligence information passed on
to the other land forcea in the operations, and in sufficient time to
have thoroughly studied that information.

3. Oporation "Torch"

a. Very little information came back to leadquarters EA from our
cornbt units .or the following reasonst

.. ': [ · ... : · .

1. All units were widely ':scattered iantenrmingled, due to
tailure to land troop: at : plac and at tiae scheduled.

2. Lack of means of communicatiaons, either radio or vehicle.
runners could not -unction as there was no axis of conmmunications
because troops -red in landing.



3 Intoullitee olffiooru unid men woro. uder atreas of air-
c~latan~'~ f~in 'id i'or other ulan thit r rr'Od' .f'un:tion ' "

1. The lEon1a0tic comltaua pron-ved to teo fraeile zio, is ula-
cepti.lhle to salt water. A .?ore sturldy wator proof ompaue
uloh(uld be provitled for' amplibious oporttions.

2. `;then r mfunt tul Cmta t Toea ol ra.te alone, thereo hould bo
rx)ru provisionsa for the orgnixaation of a prisoner of war colloat-
int; aeotion,.

3. After the locodtion of this operition wan knowni it wau ifxpioa-
ri)le for neourity rowa;ono to p.ick ltnguiats fro¢x troop( rtot
commin with us. It it recomendecd timut a ,;niZeral Ixol of lintista
I, rAl.ntatrnd try higher lhadiuarttrsJ, and that qualifiod linguist%
suitable for tlie op.ratiton tbe ?unliuhed to tho orco :'or asia..-mint
to unitts.

I4 - Trair :

a. ,l)ur reat a weaktnes s i tre lack of aaequatne doctrine and technique
for au':h.lilous operationsI Thlis is espocially true of thet means ani
rnewthocdi to t» enployed [y Coribat. Thams aIui stalt l tinits. The remedy
aplxary to bt to organiize a tra:lnin^ center emloyin4g offioairs frrom our
Divisions which have haki comtlat axphibious erimrienc,, and thero (dtvlop a
t.ecmhique wihich in s3uitable for our orcanizsatio,, for our equipuent anti for
the amphibi)ou mirssions wThich our Army rmay be called upon to perform.

). lUniformity must be secured an to the metho(d by ihi.ch rifles, gai
nasrak, and other equipment is carried) in the mathod of lowering m.quip-

enlt fm)r, ship to landing craft; in the ntthodau prsponnel aliouldx use in
dceacetlding naets in the method in gotthintl out of lawding craft; and
f inaily arid raost importalt in the methods in reorganizin; aihore.

c. Ship to shore trainin, mrust include training in routhf wator aa well
as quiet watrr. It riust also Lncluae traulin, on different types of
beachles ttM is, on open pe aclies frora which an exit can be mwde on a
troad front, on boaolie where there are only one or two exits, and 'inally
on htac)heu wl.ere "scrambled" lanIinns rmtet be made.

kd. Another deftect in trainina; wau tluat the Battalion landing; tramrs of
thUe iT. trai.ned Combat Teams were trained to land personrel and vehicles in
a certain uequetnc on , single beach. In the "Torch" operation that Combat
Toaia found it necessary to land personnel on two bNac)e:s and vehicles on a
third bmach. This caused considerble confusion.

5*. Ejipment,

a. The individual uquipment o:, our Uolaiteras ls. excellent,' The only



fault to be 'ound is t ha rof it. This is especially
true of the equipment of the Infantry officer, who is so loaded down
with heavy combersome equipment so that lhis motility is impaired. A
careful study should be made of the individual equipment to bo carried.
This study should be based on the principle that the equipment of both
officers and men should be as light as practicable.

b. Weapons and ammunition function satisfactorily. Salt water and
salt water spray cause malfunctions in automatic weapons. This can be
obviated by iving such weapons a thorough coating of S.A.1.-30 motor oil.

c. The question of the types of vehicles to be carried is a difficult
one. It is recommanded. in any future operation, that at least 50% of
the T.1.A. 24 ton trucks be taken. All vehicles should be water proofed
boforo landing. A minimrum of twelve very lightweight solo rotorcycleo and
twenty four bicycles should be included in the equipment of each battalion
landing team.

6. Coiraunication:

a. Gommnidicati.on troops were generally adequately trained in their
individual jobs. There was, however, a n mber of commwuication officers
who ltave never had this type of traniin,. Due to the controlled exercises
in which our troops had boen training, a marked reluctance on the part of
communication sections to depart from orthodox book "doctrine" was dis-
covered. It is reconmended that our service schools introduce a sub-
course in amphibious coalunications.

h. As this opration involved thLo use (of radio only in the a;iSu;ult
'phas, the followingi comments are pertinent to radkios

The present Infantry Division rawio equipment from DI.rsion Head-
quarters to Battalion Headquarters is designed to be used primarily as
vehicular sets, consequently little thou;,ht is iven Us to whether port-
able combination ground and vehicle sets function properly when used as
ground statipnsr The Infantry regiment relies principally on the 3CI-284,
The weight of this set when diimounted rrom its velicle is 110 pounds.
Thlis weight added to the individual equipilment and arsms of the operating
personnel is almost prohibitive on long marches. Again while this set is
being carried as a pack it cannot be operated and it is necessary to halt
before the set can be placed in operation.

SC1R-195 has proven to be unsatisfactory due to the ease with which
it can be masked. It operates satisfactorily fron small craft to shore as
there are no obstacles to mask the set^

SCL-536 doe-s not have the necessary range for attphilious operations.
A set is needed for use tetween battalions and companies with a ranjge of
approxitmtely five rdiles. The battery supply of this set is oxtremely
critical since battery drain is high as compared to battery capacity.

It is recommended that a portable set similar to the Brit;.sh Io. 46
be developed for this type of operati.on that a lland cart in which SC;-284
sets nay be mounted with storage batteries as a source of power be iasued;

3 -



that water proof 1bas be fuernished with all radios.

7,. :rams,

A. The biggest defect in planning was th;;t J3ntt, ,ioi cormua:ndcl:.s were
not taken into the confidenrce of the cornuande 3s of h.ghe-: echelons early
enough so thf t they could intelligently imake thei:. own plans iunder the
supervision .-f Division and Combat Teun cotl'anders. It is strongly
reco;r :ernded t}h t in Dfutl'T operations WB-ttalior conimmanders and their
stuff's be included ir the lannirng of amphibious operations.

,. It is fundajreitel tuht Comlbat Tta: coSanders should be iven the
task of lon. d1irr tbc.ir slhip: to acco plish the mr seion waich hts been pre-
scribed for them. In operation "Toroh", the Br.:tish insisted tluit the
loading plans be muade by the Division. It is -ecomir nded that in any
coombined operation, in the future, Co :iat Team comanders be given the
task of loading their ships in order to fulfill their prescribed missions.

,a. The acttul oper:ations of this fovrc. ( co:nsisted of infantry skirmishes.
Field artillery was not emrnloyed due to the fact that high sean prevented
its landifng in sufficient time to be effectively employed. The infantry

lrmm and CAmm mortars were especially efficient in dismlodging enemy troops
fron'. buildings and prepared defensive works.

IV - Qis,

9. Geneal'

The following observation is fln ntl The intermingling of the
British and U. S. Army supply systems should be studiously avoided wherever
possible. In an operation here the troops participating are partly
British and partly American, duliate arel of sDuY mut

be estab]iahed and» an n. This situation, the constant and never-
ending necessity for .compromise as to principles and technique of supply
nmake a very difficult task3 unnecessarily more difficult. In future
amphibious oper tiors, the Army element should be exclusively American or
British, but not a mixture of the two. Observwnee of this nrlnciple will
eliminate many faults in technique which existed in operation "Torch".

10. E SbnrkntioP

To facilitate the embarkation of troops in an amuphibious operation, a
staging ureat" hould be established. This staging area should have a

"caiup complement" including transportation, cooks, med: cal officers, anld
othepr necessary carp overheld. In an waphibious operation, it is normal
that the organic transportation of the unit concerned is loaded a consider.
able period ahead of actual embarkation of the troops the.:selves. Duriig
the intervening period the troops are without transportstion, ard vwthl.out

- 4 -



kitchens, (kitchens havinF beex ,towed inside the trwucks wher the trtlteokS
were loaded) unlesS the st:aging area system is used. In operation "Torch"j
this staging area arrangement wuas improvised with fa irly sat:l facwtory
resllts; it is reconuaendle thit At be SOP for al fDlutre operations.

11. Seoration of V ehicles and Priyer:a

In this operation, in many instancesa, driver-z of vehicles weor, tratns-
ported( on on, ship whip le thleir vehicles were tra ,sportOe on anothor. T The
bringing together of the driver nnd his vehicle f'rom different ships: ir
the dark, and under adverc.e cireu.mntance,3 presertts a v.ery difficult problem
of coordination. if lancinr in the face of a,,iivu hostil r.esistancc, it
is believed extremnely do-,biful whether this could be done effeTctiiely. It
is reoorunenrcec, therefore, that in all future opert:tions driver-s t-avel on
the same boat with their vehicles,

12. Rationm:

In principle, the British type 48 hour raCtion is sound. The Aierica
"C" and "K" rations are excellent so far as mitrition is concerned, Dut
the soldier has no plft(e to carry them. The BritA:sh 4 holuLwr ration is
designed to fit Into trne uritish type mess ii.n, but biere cEga.in tiiat ration
will not fit into the American mess kit old or now type. Cronsequently, it
is recom ,ended that a ration be developed, following the lines of the
British 48 hour mess tin ration in -rinciple and cotrtaining tW essential

t items of the U . S "K" ration, with the containers desinied in size and
shape to fit inside the UIJ S. mess kit, new typeo The proble:i of Iblk as
well as weight is i:portant in landing, opert-tions, ned such a nti;on would
utilize what is now dead apece inside the U. S . ress kit.

13, *rnae:

At present, the U, S. soldier }ms no method of o,,rrying [ hand grenades
or M9 AT grenades other than pure im-rrovisation. He now in forced to
stick grernTdes into his traoser pockets or wherever he can. It is there-
fore recommnended that a ruitable size s haversack, knapsack, or field bag
be devised and islsed to U. ,. trooes f'or this pupose. Aitong other qtwlities
it should have a wide, firnl shoulde Ar strap to ,rvoid da catting-type ~)res-:ure
over the nhoulder or on the nec'! which l.s likerl to occur when car:rying
heavy loads.

U L4. if reserverat

Reports indicate that both the British type "l.lteo est" and the Ai:crican

self-inflating type life tpreservers are not completely satisfactory for
landing operations. It is recoRmended, therefore, a type of life preserver
capable of m.staining a man with his equinment be developed and issued in
all landing operations.

*k 15P. ftedimcl:

., It is recorn tended that ta lightweiight binder:be dev&:oeopd and isfMed
to securely iimmobilize woluded hien beip :g c-rried in :.ttere. This would

II i'



facilitate tho haInd],i of wm .1ned personne bJ1n: c .rried over rOugh

terra. n, by arir, or ihoen the )litter ls beirl ti.. o ol r 'ff hlips.

~.- Inisvidual Venereal rrom Ylat ic s DBetween the sturt of our
ae r.ilbi1lfi ope ation ^nl tile -bal3.ty oof unts to crnt hlsh voenereal ?ro-
':}:i lwt!tiC stati0on nA c onidlerable length of t;iO e lanpse. Experienre has

shwllia that imm!ediately after hostilities cease or our m-snion is accolp-
li.Sihed.z, persononel are ?r,-ne to ex>orno thers'elves to vene~'eal diseaet., It

is ecowi endCed, tIherePore, thtit individ'lJ.l prophylactic kits be i.s ueld to
each man coming ashore in landing operations to er able him to bridge the

tap, if wrt:'^;o ryT ?etvitwi' the start the he operJnhio, and: tho eat blishnr:ent

of a prophylactic station.

&. Ambul ncesl The landing of ambulanrces( in the early st.age of an

amrSphjibious operation is difficle3t. The use, of -. ton, Cars, equipped
with a fvrae tuxprstricture to carry litters was fo.md to be practicable
in operation "Torch". It is recom;londedc therefore, that such or slrailar
means be used in the narly stages of all lanting operations.

i4. 2orohineSvretteL The use of morphine "syretto" containing eo:i-
'im.'n. of miorbhinr t.r+t"rato wvrt n fcdlrn -I.n operation "Torch" to be necessary

and practicable. It is recomniended that in all fltuwre landing operations
that eonmiany rAiA men and other medical personnel be issued morphine
syrettes on the basis of one syrette for every four (4) individuals. In
this type of operation tgainst determined opposition, casial.ties, of
cou're are likely to be quite high. It is believed that one syrette per
four (4) individuals is v nractical ninimum

a. It is reomni-rended that a hospital ship acconpany an assault task
force so that seriounsly wounded men may be evacuated until adequate
hospitals cn be set: blihhed ashore.

£. Battalion and regimental srgeons report that in many cases redical
personnel knew nothing of the tactlca .! sitution. The medical service,
especiallly :n the early stages of the operation, was extremely sketchy.
This fact again enphasizes the necessity of having Battalion commanders
and their Staffs taken into the problem early in the planning stage.

1 (6 2Bealh 2caniguon

The beach personnel must be familiar with the troops and type of
eqlixnnent to be landed. In operation "Torch" the beach organization was
British or two of the three beaches and was composed of nersonnel who were
not familiar with U. S, equipmxent and organizstions. In many instances
they disregarded U. S. priorities and substituted British priorities.
Example: British straff cars were landed in place of U. S. artillery pieces
which were urgently needed. The priority of landing supplies on the betach
must be planned by the supnly officer of the landing team. The headling of
supplies on the beach must be carried out according to that plan. The
handling of the rminnlies on the beach must be carelflly rehearsed iuat a's
the other parts of the operati..n are' rehearsed.

6 .
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17. ......... .and Cpeation

,. Coopera;tion betwten Individnr.aJ?, -.f t' e \Army n!d ic ; vy, both British
and Arnar.,, t,.,x entirely satisftactory. However, :t is re.comonernled that
th}.e 1ire of de.narlration wht1rein the Navya hans fIP contro.l of the o1)pextion
until the troops r- hh the shore, sho,.3.d be changed so that the Arsy takes
control when the' trooprs get into thn lalnding craft. IJandinp craft .ersonnel
shonld be Ay personnerl. and trained by the Arry. The reosons for this
recormmendation are:

. The cr^vmr of laxrdi3ig (- raft rntsvt be tighly tr;ined in landing
oprtion. ~Pbl e.:bodied aseMnen, no matter how Xll or how effect.
ively trained In their dutlit, aiboard shi1p, are not comnetent or
trained to ,iar 1.nmding craft.

2,, The Conbat Teai} and Battrlion coarImfadenr ,rescri'e the )l1an by
which the troops are to fgo ashore. Havin: plunnerd l.t, they shculd
be gtiven the lob of gettinf their comnands ashore.

. Thirf-g tTl'r rrepnrat.on 4ror an oner! athl nbt th crews of
landing craft and the assault troops asonild be carefll2;, trained
t^?Gethr until they are letter perfect in their re, .wctive- duties;
then cr^ws, asasult troops and landing craft ,should all three be
loaded on the ships together. This will require that during the
final training stages, coipplete infornttion as to. the ships to be
used 'including their capacities must be i.n the hands of the various
comnander.

l. Ships of all types and classes were urnisahed for this operation.
Fro-- en Army standpoint assautlt ships should have the followingt specifi1
cationst Tomnage - 10,000 to 15,000; speed - not less than 18 ,ns.phr,
cruising speed in order to avoid submarines; stflficient b:erthing spac:4 for
seventy five officers and 1,500 men; adequate troop kitchens and dining
roomn; -,lequate bpthing facilities; exits from berthing compartments
arrnged to facilitate the movement of troops to debarkatioon points; a
minimun of ftve dobtrkation noints on each side of the ship; a minimum of.
four holds; tw" forword end two aft; adecquxto boors so rigged that they
can sinniltaneously handle Army loads; adequatt deck space at debark.tion
points so that troops have wufftcient roon to disembark; sufficient deck
space so that troops cnn get proper physical exercise.

;. The present landing craft are inadequate in every; re:pet. They are

too amall to carry tactical units; they broach easily; they break up in
moderately heavy seaa; their compasses are worthless. It is strongly
recommended that a suitable larding craft large erough to carry a platoon
of infartry with two unmts of fire and all plcAtoor weapons be developed.

g, During operations two calls were made on the British naval forces
) for navnl gulnflre. In the first case it took one h iur :to get. the gunfire;

in the necond it took two hours, ::.

m



e. The only alir ,ipnport of this force dur;nrl the assai!lt phase, '
except adequr te reconnaissance aviatior.n wLs carr.ir bas.ei nav. 1 aviation,.
One ceal was made on it - to bo:b Fort Laza-et on Cap Mlatlfou. It took
two hours to get this support.

, 'The time lag for both. raval gungire ,axd aEl s upnortf aprlears to be

excessive. It is surgested that the nroblem of such support be given
careiil consideration and study.

/s/ CA Is Y;,
Alajor General, 3US.,
Co mnancdlng.
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