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SUBJECT: Iessons from Operation "Torch'.

1. Attention is invited to the inclosed copy of report from the
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ing lessons learned from Operation "Torch".

2. This report covers only the landing in the vicinity of Algiers
and not the entire "Torch" operation.
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Cy. of Report of lessons
frm Qperation "Torch",
12"26"42 )




: ) ‘

l)

Y
BASTERN ASSAULT YWORCE
UNITED STATLS ARMY
26 Decomber 1942
LESSONS FROM OPLRATION "W{ORCHM
I~ G=1:

l. In the plaming stage of the "Torch®™ operation, there werse no
exceplional difficulties, During operationa the chief difficulty waa to
obtain battle casualty reports from lower units. It is believed that this
can be remedied by having the Adjutanta General of Division and higher units
conduct, achools for Regimental and Battalion Adjutants prior to the beginning
of the oparation,

I - G=23

2. Preparation for operation:

4o An abundance of accurate information was furnished to and dis-
seminated by this Headquarters covering our zone of oparations, Excell-
ent aerial photoyraphs were provided covering our theater of operatlons.
Howevur, an expert interpreter of aerial photographs would have bheen a
valuable asset to this cormand. A larger supply of aerial photographs
of critical pointa was needed (only one set of photographs per Combat
Team was available).

be Terminal force, which was an infaniry unit under control and
oparation of the Royal Navy, report that intelligence furnished it was
both meagre and inadequate, also that after the plans were revealed to
the personnel, there was not su‘ficicnt time (about two days) or
facilities given for a complete study of the information furnished,

Ce It i8 sup;ested that since those operations were on shore, they
should have had the benefit of the intelligence information passed on
to the other land forces in the operations, and in sufficient time to
have thoroughly studied that information.

3. Operation "Torch":

a. Very little information came back to leadquarters EAF from our
cormbat units I‘or the following reasonst

le All units were;widely scatterad and'ihtérmingled, due to
failure to land troops at placo and at time scheduled.

24 Lack of mcans of communications, either radio or vehicle.
Runners could not :unction as there was no axis of communications



Je Inteilizence officors wnd men woere under stress of olre
cumatancan usocd for olher than thelr norpal functions.

ba Sutmuut.iqu:

i. %“he Jensatic compuss proved to be too fraglle awe ia sus-
ceptible Lo salt water. A more sturdy watar proof compaus
ghould be provided for amphibious operctions,

2. when regimental Combat Teams operate alone, thera should bo
riore provisions for the organiration of a prisoner of war collent-
ing section,

Je After the locstion of this operation was known, it way imposs—
ible for sacurity roasons to pick linguists from troops not

coming with us., It is recommended that a ;eneral pool of lingulsts
be waintained by higher headquarters, and that qualified lingulsts
suitable for the operation be furnished to Lhe ‘orce ‘or ussignment
o units.

11X - ti=iy

he Trai nitm 8

. Ur  reat weakness is the lack of adequate docirine and technique
for anchivlous operations, This is eupocially 'rue of the wmeans anu
methods Lo be enploysd Ly Conba'. Teams und srall 'nits. The renedy
appoars to be to organisze a training center omploying officurs from our
Divisions which have hau combat amphiblous e perience, and there develop &
technique which ig suitable for our organization, for our equipuent ami for
the amphibious nissions which our Army ray be called upon to perform.

be Uniformity must be secured as to the method by which rifles, gas
nasks, and other equipment 1s carriedy in the mathod of lowering equip=
ment frorn ship to landing crafty in the methods porsonnel ghould ugse in
descending netsy in the nethod in gotting out of landing crafty and
finaily and rmost important in the methods in reorganiain,; ashore,

Ce Ship to shore trainin K must include training in rough water as well
a8 quiet wateor, It nust also Lnelwda trainin, on different types of
beachea, that is, on open beacles from which an exit can be made on a
broad f'ront, on bouches where there are only one or two exits, and rinally
on huaches wiere "scerambled” lanoings rnust be made,

d. Another defect in training was that the Battulion landing teams of
the U, ii. trained Combat Teams were trained to land personnel and vehicles in
a curtaln seguence on n eingle beach. In the "Torch" operation thut Combat

Toam found it necessary to land personnel on two beaches and vehicles on a
third bmache This caused considerpble confusion,

. 5¢ Equipmenisy

4. The individual uquipment o our uoldicr_sfla excellent..w,”'xfhé only
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fault to be iround is that erer too much of it. This is especially
true of the equipment of the Infantry officer, who is 8o loaded down .
with heavy combersome equipment so that his mobility is impaired, - A .
careful study should be made of the individual equipment to be carried,
This study should be based on the principle that the equipment of both
officers and men should be as light as practicable,

be tWeapons and ammunition function satisfactorily. Salt water and
salt water spray cause malfunctions in automatic wsapona. This can be
obviated by iving such weapuns a thorough coating of S.,4.K.-30 nmotor oil,

ce The question of the types of vebicles to be carried is a dirficult
one, It is recommended, in any future operation, that at least 505 of
the T.H.A. 2% ton trucka be taken. All vehicles should be water proofed
beforo landing A minlmum of twelve very lijhtweight solo notorcycles and
twonty four bicycles should be included in the equijpment of each battalion
landing t.eam,

6o Cormaunication:

a. Commumication troops were :enerally adequately trained in iheir
individual joba., There was, howevor, a n.mber of communication officers
who have never had this type of traininy;, Due to the controlled exercises
in which our troops had been trainin;;, a marked reluctance on the part of
communication sectiona to depart from orthodox book "doctrine" was dis-
covered, It is recommendod that our service schools introduce a sub-
course in amphibious comaunications,

Q. As this operation involved the use of radio only in the assault
nhase, the followin;; comments are pertinent to radio:

The presont Infantry Division raalo equipment from Division Head-
quarters to Battalion Headquarters is designed to be used primarily as
vehicular sets, consequently little thou ht is ;lven us to whether porte
able combination ground and vehicle sets function properly when used as
ground statipns. The Infantry regiment relies princivally on the SCL-284.
The weight of this set when dismounted ‘rom its vehicle is 110 pounds.
This weight added to the Individual equipment and arms of the operating
peraonnel is almost prohibitive on lony marches, Again while this set is
being carried as a pack 1t cannot be operated and it is necessary to halt
before Lhe set can be placed in operation.

8CH=195 has proven to ve unsatisfactory due to the euwse with which
it can be masked. It operates satisfactorily from small oraft to shore as
there are no obstacles to mask the set,

3CHh=536 does not have the necessary range for amphibious operations.
A set is needed for use hetween battalions amnd companies with a range of
approximately five riles. The battery supply of this set is oxtremely
critical since battery drain is high as compared to battery capacity.

It is recommanded that a portable set similar to the British No. 46
be developed for this type of operations that a hand cart in which SCE-284
sets may be mounted with storaye battariea as a source of power be issued;
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that water proof buprs he furnished with all redios.

7. Claondng:

&. The biggeat defect in plannirg wes thet Batt: ilor commande s were
not taken into the confidence of the comuande 5 of higher echelons early
enough 8o thit they could intelligently make thei: own plans under the
supervision ~f Division and Combet Team commanders, It is strongly
recomended th t in futnre operations Battelior commanders and their
st.ffs be included ir the -lamnirng of' amphibious operations,

h. It is fundamentel that Coubat Tea. communders shoild be :iven the
task of lnndin/ their ships to accorplish the mission which has been pre-
scribed for them, In operation "Torch", the British insisted thut the
loading plans be mede by the Division., It is recomr nded that in any
combined operstion, in the future, Coibst Tean commanders be given the
task of loading their ships in order to fulfill their prescribed missions,

Y. Qpersddon:

fi. The actur.l operntions of this force corsisted of infentry skirmishes.
Field artillery wae not emnloyed due to the fact that high seas prevented
its landing in sufflicient time to be effectively employed., The infantry
8l and COmm mortars viere especially efficient in dislodging enemy troops
from buildings and prepored defensive works,

G4t
9. Senerals

The followling oLservation is Qundamental. The intermingling of the
British and U, S, Army supply systems should be studiously avoided wherever
possible, In an operation where the troops participating are partly
British and partly American,

o This situation, the constant and never-
ending necessity for compromise ss to principles and technique of supply
make & very difficult task umnscessarily more @ifficult, In future
amphiblous oper:tiors, the Army element should be exclusively American or
British, but not a mixture of the two. Observunce of thias nrineiplo will
elininate nany faults in technique which existed in operstion "Torch".,

10. Eabarkaldon:

To facllitate the eubarkation of troops in an snmphibious operatisn, a
"staging rree” ahonld be esteblished, This staging aren should have a
"eanp complement™ including transportation, cooks, medical officers, and
other necesnary canp overhend., In an amphibious operation, it is normal
thaot the organic transportation of ths unit concerned is losded a consider-
able period shead of actual enbarkation of the troops thenselves, Durilng
the intervening period the troops are withont transportation, ard without
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kitchens, (kitchens heving beer stowed inslde the tricis when the trucka
were londed) unless the staging aren system ls used. In operstion "Toreh",

this staging ares arrangenent was improvised with fuirly satisfoctory
resulta; it ia recommended thst it be S0P for al! future oparatlons,

11. Sepcration of Vehlgles gnd Dylyera:

In this operation, in many instances, drivers of vehleles wer: truns-
ported on one ship while their vehicles were trw sported on another, The
bringirg together of the driver and his vehicle from different ships, in
the dark, and under mdver=e circumntances preserts a very difflcult oroblen
of coordination, if lancing in the fmce of m:bive hostile resistence, 1t
i3 beliaved extremely doubifiil whether this could be dore effectively.. It
is recommenceu, therefore, that in all future oper:tions drivers ti-avel on
the same boat with their vehicles,

12, ERatdong:

In principle, the British type 42 hour ration is sound, The anerlean
"C" and "K' rations are oxcellent so far as mutrition is concerned, put
the soldier ham no plree 4o carry them, The British 48 hour ration is
designed to rit into the british type mess tin, but Lhere sgain that vation
will not 4t intn the American mess kit old or new type., Corsequently, 1t
is recomiended that a ration be developed, following the lines of the
British 48 hour mess tin vation in ~rineiple and corteining the easential
jtems of the U, S, "K" ration, with the cortainers designed in sige and
shape to fit inside the U, S, mess kit, new type, The nrobleu of bulk as
well as weight is iuportart in landing operntions, and such a miion would
utilize what is now dead spece irslde the U, 3, ness kit,

13. Grepadea:

At present, the U, 3, moldier has no method of carrying hand grenades
or M9 AT grenades other than pure improvisation, He now is forced to
stick prerades into his trouser pockets or wherever he cun, It is there-
foro recomnended that a suitable size heversack, knapsack, or field beg
be devised and issued to U, 5., troops ior this purpose. hnong other quulities
it should have a wide, firm shoulder strap to rvoid a catting-type pressure
over the shoulder or on the nec! which is likely to cceur when carrylng
heavy loads,

L. Life Dxeserverst

Reports indicate that both the British type "iao Viest" and the Anerlean
self-inflating type 1life nreservers are not completely satisfactory for
lending operations, It is recomiended, therefore, a type of 1life preserver
capeble of susteining a man with his equipment be developed and issued in
a1l landing operetions,

&. It 18 recomended that a 1ightweight binder bé devwibped and issued
to secursly immobllize wounded nmen beirg cerried in litters., This would




facilitete the hendliog of wounded personnel baling ecorried over rough
terrain, by nilr, or vhen the litter 18 beiny LaY. on or »ff ships,.

. 4 iy a1 1Y : Dotween the sbtert of our
awhibloun ops ation and the -bility of units %o cati blish venereal NTo-
“hvleetic atotions, » conslderable length of time lapses. Experience has
ghovm that immediately nftor hostilities ceases or our wigsion 1s accomp=-
l1shad, porsonnel are prone to expose themsclves to venereal dlgense, It
is vecomiended, tharefore, thet individuel prophylectic kits be s ued to
each man coming ashore in landing operations to eruble him 40 bridge the
pap, if noresanry betweor the start of the operntion and the est blishnent
of a propbylactic atation,

¢. Aubmlsnces: The landing of ambulances in the early stige of .an
amphiblous operation is difficult, The use of F-ton, CR Cars, equipped
with & frame superstructure to carry lltters wns found to be prrcticable
in operation "Torch®, It is recomnonded, therefore, that such or slmiler
neans be used in the oarly stages of all landlng operations,

o k ’ 1 The use of morphine "syratic" contalning co:ii-
aand of marnhine tortr ste was fonnd 1n oparation "Torch" to be neceasary
and practiceble, It is recomiended that in all future landing operationsa
that comany r4d men and other medical persomnel be isgued morphine
ayrottes on the basis of one syrette for every four (4) individuals, In
this type of operation dgninst determined opposition, casualties, of
courge are likely to be quite high, It ia belioved that one syrette per
four (4) individuals is ¢ nrractical ninimum,

8. It is recomtended that a hospital ship accompany an agsault task
force 8o thot serionsly wounded men may be evacuated until adequate
heapitala con be est: blighed ashore,

£. Hattalion and regimental surgeons report that in many cases nedical
peraonrel knew nothing of the taecticn! situnticon, The medlcal service,
aspeeially in the early stages of the operetion, was extremely sketchy.
This fact egain emphasizes the necessity of having Baettalion comienders
and their staffs taken into the nroblem early in the plamning stage.

16. Beash Organdzetlon:

The beach personnel must be familiar with the troops and type of
eqiipment to be landed, In operation "Torch" the beach organization wes
British on two of the three beaches and wans composed of personnel who were
not familinr with U, S, equipment and organizations, In many instances
they disregarded 77, S, priorities and substituted British priorities.
Example: British steff cars were landed in place of U, S, artillery nieces
which were urgently needed, The priority of landing supplies on the berch
must be planned by the sunnly officer of the landing team, The hardling of
supplies on the beach must be carried out according to that plan, The
handling of the muonlies on the beach must be carefully rehecrsed just us
the other parts of the operstis-n sre rehearsed,
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NG T COOPTASTION,

* al
17, ' Y C; :

8. Cooperstion between individnalis of the Aray and Trvy, both Dritish
and Anericen, won entirely satisfrctory, However, it is recomiended thet
the lire of demarkation wherein the Mavy has 11 ecortrol of the opermtion
until the troops re-ch the shore, should be changed so that the Army takes
cortrol when the troops ged into the lending eraft, Landing eraft personnel
shonld be irmy personrel and trained by the Aray, The rewnons for this
recommendation are:

L. The crews of landing craft rmst be highly truined in landing
operntiong, ‘hile.bodied seamen, no matter how well or how effect.
ively trained in thelr duties sboard shlp, are not comnetent ow
trained to "ar landing eraft,

2. The Cohat Tean and Battnlion commanders wrescribe the nlan by
which the troops are to ro ashore, Having plamned it, they should
be glven the lob of petting theilr comiands aghore.

3. Mrirpg the prepsration for an amnhiblons operation tho crews of
landing craft and the assault troops shonld be carefully treoined
tacether until they are letter perfect in thelr respeative. duties;
then crews, assanlt troops and landirg eraft should all three be
loaded on the ships together, This will require that during the
final training stages, complate informstion as to the ships to be
ugsed ‘including thelr capacities muat be in the hands of the various
comnanders, : '

b. Ships of all types and classes were furnished for thias operation.
Fro: an Army standpoint assault ships should have the followlng specifi.
cations: Tomnage - 10,000 to 15,000; speed - not leas than 18 m.p.hr.
cruising spead in order to avold submarlnes; sufficient Lerthing spacc for
seventy five officers and 1,50C men; adequate troop kitchens and dining
roomsn; ndequate brthing facilitles; exits fron berthing compartments
arrunged to facilitate the movement »f troops to debarkation points; a
minimum of five deberkation molnts on each alde of the shipg a minimm of
four hulds; tws formard and two aft; adequats booums. so rigged that they
can simltaneonsly handle Army loads; adequate deck space at deberimtion
poirts so that troops have sufflcient room to disembarks sufficient deck
space 8o thst troops cin get proper physical exercise,

g. The present landing craft are inadequate in every reupsct, They are
t00 small to carry tactical unita; they broach eaally; they bresk up in
moderately heavy ssasj their compasses are worthless, It 1s strongly
recommended that a suitable landing craft large erough to carry a platoon
of infartry with two units of fire and nll platoon weapons be developed.

d. During operations two cells were nade on the Jritish naval forces

for naval gunfire, In the first cose it took one hour to get the gunfire;
in the second it took two hours, | : T
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@. The only air support of this force dur.ng the agsuanlt phasé,
except adequ-te recomnaiscance aviation, was caerrier based navel avietlon.
One cell wes nade on it —- to bonb Fort Lamavet on Cap Matifou. It took
two hours to get this support,

£. 'he time lag for both neval gunfire and alr suprort appears to be
excessive, It 18 sugprested that the nroblem of auch support be given
careful consideration and study.

/8/ CdaS. V. RYDLK,
dajor General, US..,
Commanding,




