




















Foreword

This volume is the second in a series which records the experiences of the
Quartermaster Corps in World War II. Instead of the single theme of supply,
emphasized in Volume I, a variety of activities are discussed, some of which—
conservation, reclamation, and salvage operations, and industrial demobiliza-
tion—are related to supply. Others such as laundry operations, training of dogs,
and care of the dead, are wholly unrelated to the Quartermaster supply func-
tion but are nevertheless important to the Army. The volume stresses the
multiplicity of the Corps’ duties and, in the complexities of modern warfare, the
Army’s need for trained Quartermaster specialists and units to support combat
troops. The narrative sets forth the policies and problems involved in procuring
and training Quartermaster personnel and the manner in which the Quarter-
master Corps operated in the zone of interior.

The authors of this volume are both members of the Historical Section of
the Office of The Quartermaster General. Erna Risch, who joined the section
in 1943, has written a number of monographs published by the Quartermaster
Corps, as well as Volume I of this series. She holds the Doctor of Philosophy
degree from the University of Chicago. Chester L. Kieffer, coauthor, who is
a graduate of the University of Illinois and a former journalist, worked on
the historical program of the War Production Board before joining the staff of
the Historical Section.

ORLANDO WARD
Washington, D. C. Maj. Gen., U.S.A,
23 January 1953 Chuef of Military History






Preface

This volume continues and rounds out the narrative of Quartermaster
operations in the zone of interior during World War II that was begun in
| Organization, Supply, and Services, Volume 1| The variety of Quartermaster activi-
ties made desirable a functional treatment discussing first supply operations,
then personnel and training duties, and finally the special services performed
by the Corps for the Army. Each function was dealt with chronologically insofar
as possible. Volume I, after discussing administrative activities, related the story
of supply operations, the major function of the Quartermaster Corps. The
account of supply operations, because of its length, was arbitrarily concluded
in Volume I with the discussion of stock control operations.

The first four chapters in this volume complete the supply story, describing
such operations as salvage, reclamation, and conservation; analyzing industrial
demobilization, which might appropriately be talled “procurement in reverse”;
and summarizing Quartermaster supply during World War I1. The next five
chapters present a discussion of the policies and problems involved in the
procurement and training of enlisted men and officers as specialists for the
widely varying duties of the Corps, as well as the origin and development of
Quartermaster units to carry out these activities in the field. The last three
chapters of the book are devoted to the special services provided by the Corps—
the procurement of animals, particularly mules and dogs, the operation of
laundry and dry cleaning establishments, and the care of the dead.

As in Volume I, primary emphasis is placed upon developments during the
period when the United States was actually involved in the war—from
December 1941 througl: August 1945. However, a history of Quartermaster
activities in World War II could not begin with the attack upon Pearl Harbor
or even with the declaration of the limited national emergency in 1939, for
many of the Corps’ policies had their roots in an earlier period. Those pertain-
ing to the care of the dead, for example, dated back to the Civil War, and it was
necessary to explain their origins and to discuss the trend of developments
during the intervening years.

Several aids to the reader have been added at the end of the volume. These
include a list of the numerous abbreviations appearing in the text, and a
bibliographical note to direct the reader to the published works available as
well as to the unpublished materials.

The manuscript for this volume was circulated before final editing and was
greatly benefited by the frank criticism accorded it by Lt. Gen. Edmund B.
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Gregory (Ret.), The Quartermaster General during the war years, and by
various administrators and technical experts in the OQMG. They were most
generous in reading relevant portions of the text and in commenting by letter
or in personal interview. Their assistance enabled the authors to correct
inadvertent errors of fact and omission and to make such revisions as were
warranted by re-examination of the record.

Throughout the preparation of this volume the authors relied heavily upon
the scholarly advice and assistance offered by the Chief of the Historical Sec-
tion, Dr. Thomas M. Pitkin. Under his general direction work has been in
progress since 1947, not only on this volume and its companion, which cover
Quartermaster activities in the zone of interior, but also on two other volumes
on Quartermaster operations overseas. Throughout their years of association
with the program, the authors have been indebted to their colleagues for their
unfailing co-operation and help in problems relevant to their specialized fields.
The authors also appreciate the work of the innumerable assistants who made
available the records in the OQMG central files as well as those in storage at
the Departmental Records Branch, Adjutant General’s Office. Final editing
was carried out by Helen McShane Bailey and copy editing by Loretto Carroll
Stevens. Margaret E. Tackley, photographic editor, selected the pictures, and
Anne Blair Mewha typed the copy for the printer.

Washington, D. C. ERNA RISCH
1 February 1954 CHESTER L. KIEFFER
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CHAPTER I

Salvage Policies and Procedures

Salvage activities constituted an im-
portant factor in the effort to maintain
sustained combat operations during World
War IL. Since these activities involved the
repair and return to supply channels of
discarded, damaged, or partially destroyed
military equipment and of captured or
abandoned enemy property, they were an
essential part of the supply function of the
Quartermaster Corps (QMC). Salvage
also included the disposal by sale of scrap
and waste materials for further industrial
use. In the Army the term ‘‘salvage”
became associated with the disposal of
waste by sale because the latter was the
principal duty of those concerned with
salvage during the years following World
War I. This narrow meaning was per-
petuated by its use in Army Regulations.
When World War II began, however, the
old concept gave way to a broader one
and salvage came to mean ‘“‘saving for
further use everything which comes into
our hands, insofar as that is possible.”!
This goal was achieved for the most part
by the process of reclamation. Only after
no further usefulness for an item could be
found in the Army was it disposed of by
sale, for use by the civilian population or
as waste for reconversion to raw material
for industry. To Quartermaster personnel
directing salvage operations during World
War I1, the line of demarcation between
conservation and salvage was a very in-

definite one, and the two procedures
merged inseparably into each other.

In modern war, which has been de-
scribed as “‘a conflict of industry, resources,
and transportation as much, if not more,
than it is of arms,” conservation of military
materials and supplies is vital to the
achievement of victory.”? World War II
differed from other wars in which the
United States had been involved in that
the country lost its principal sources of
supply for many critical items. Its supply
lines were extended around the globe, and
transportation became extremely critical.
Every pound of material recovered and
reused in theaters of operations made that
much more shipping space available for
other needed supplies. Systematic salvag-
ing in the zone of interior was equally im-
portant since it permitted direct savings of
critical materials for industrial use and
helped alleviate shortages of goods in the
civilian economy by making available
usable articles no longer suitable for mili-
tary training and combat purposes.

The QMC made such savings at dif-
ferent stages in the process of procurement
and distribution of supplies. For example,
the consumption of critical and strategic

! Min of Salv and Reclm Conf, OQMG, 5-9 Oct
42, p. 2, remarks of Col Robert M. Falkenau, Chief of
OQMG Salv Br, 337.

2 Col. John V. Rowan, “Salvage, The World’s

Greatest Business,” QMR, XXII (November-Decem-
ber 1942), 50.
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REPAIRING ARMY SHOES IN 1918, American Salvage Department, Tours, France.

materials was held to a minimum by the
use of substitutes in the research and de-
velopment of suitable military equipment,®
and conservation purposes also were served
by the elimination of excess stockages
through inventory control.* Economy in
the care and disposition of matériel, how-
ever, provided the most effective means of
limiting total military requirements and
conserving resources.

Unfortunately, the average American
soldier was convinced that the capacity of
the nation to produce commodities was
unlimited. He was accustomed to relative
carelessness and extravagance rather than
frugality in his handling of material goods.
In fact, a lack of discipline in supply

matters had always characterized the
Army. Confronted by evidence of the un-
avoidable waste inherent in war and sur-
rounded by mountains of equipment from
seemingly inexhaustible stores, the soldier
did not readily acquire an active concern
and respect for military property. Indoc-
trination and training were therefore
fundamental in obtaining his co-operation
in the proper care and use of matériel. At
the same time, Quartermaster conserva-
tion efforts also required the development

* For QMC activities in this field, see Erna Risch,
T he Quartermaster Corps: Organization, Supply, and Serv-
wes, Vol. I, UNITED STATES ARMY IN WORLD
WAR II (Washingion, 1953),[Ch.1T]

| Ibz‘d.



SALVAGE POLICIES AND PROCEDURES 5

of a program of specific activities, such as
the operation of repair shops, to keep mili-
tary property in working order.

Although the Army had always main-
tained a program for the repair and re-
habilitation of equipment and for the dis-
position of unserviceable articles,;” not
until World War I was the first systematic
effort made to utilize the waste of armies
in the field. In August 1917 the Office of
The Quartermaster General (OQMG)
formed a special unit of eleven officers that
was sent to France to study the salvage
methods of the French and British and to
devise and install a complete salvage sys-
tem for the American Expeditionary
Forces. Partly as a result of the studies of
this unit, the first comprehensive orders
on salvage were issued in January 1918.¢
Earlier in the month an organization to
handle all salvage functions had been set
up under the direction of the chief quar-
termaster of the American Expeditionary
Forces.

When the United States entered World
War II, there was forced upon the country
for the first time in its history the neces-
sity of conserving and reclaiming not only
war materials but practically every other
item of ordinary use. Scrap metal was
needed to produce steel; waste materials
were essential in the manufacture of
woolen cloth and paper; and grecases and
fats were in demand for the production
not only of munitions but also of soap. A
heterogenous mass of other items became
valuable in the crisis. In total war salvage
was essential to military success, and the
civilian at home as well as the soldier in
the zone of interior and in the theater of
operations participated in the program.

The expansion of maintenance and sal-
vage activities, however, took place rela-
tively late in the war. It naturally occurred

in direct proportion to the quantities of
used and unserviceable articles accumu-
lated in the course of training and combat
operations. Early in the emergency period
the need for conserving Quartermaster
items of supply was minimized because
they were mainly commercial in type. As
military requirements pyramided and de-
mands were made upon the United States
for the relief of populations overseas, the
strain upon the production of civilian-
type goods became greater. Because it
handled commodities basic to the support
of the civilian economy, the QMC was
particularly vulnerable to criticism. When
shortages increased and rationing was
tightened, actual or alleged waste of cloth-
ing and food by the Army drew immediate
and vehement protests. In order to main-
tain civilian morale and secure the co-
operation essential to the prosecution of an
“all-out” war, an expanded and increas-
ingly effective program of conservation
was needed.

Administrative Organization

At the time of Pear] Harbor, the QMC
had broad responsibility for salvage activi-
ties, which included the salvage and dis-
posal of most of the worn-out items of
matériel originally procured by the many
supply agencies of the War Department
and of all waste products, except so-called
industrial scrap from manufacturing oper-
ations in arsenals, depots, or commercial

* For discussion of QMO responsibility for repair
and reclamation of Quartermaster items, see below,

(1) WD GO 9, 29 Jan 18. (2) The concise term
“salvage” was adopted to replace the words “con-
servation” and “reclamation.” See WD GO 106, 15
Nov 18.
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plants.” Responsibility for industrial scrap
had only recently been transferred from
the QMC to the chiefs of the individual
supply services because such scrap was
being produced in large quantities and
technical personnel of the particular in-
stallation involved were best qualified to
handle it. Furthermore, while the proceeds
from sales of general salvage were returned
to the miscellaneous receipts of the Treas-
ury Department, those from the sale of in-
dustrial scrap were returned to the appro-
priation from which funds for procurement
of the material had come.*

In the years following the OQMG re-
organization in 1920, a salvage unit in the
Supply Division had been responsible for
the disposition of unserviceable property
and waste material. On the eve of the at-
tack on Pearl Harbor this unit, known as
the Salvage, Reclamation, and Surplus
Property Branch, was supervising Quar-
termaster conservation and reclamation
activities.® It was transferred to the newly
created Service Installations Division

when the OQMG was reorganized along-

functional lines early in 1942.*° The sal-
vage function, however, was not com-
pletely centralized in this division, for cer-
tain of the major commodity units, notably
those in charge of subsistence and of fuels,
assumed and retained full responsibility
for the conservation of their respective
classes of supply.’’ During World War 11,
important responsibilities were therefore
carried out by commodity divisions as in-
tegral phases of their activities, while
others were necessarily discharged by
collaboration of two or more units under
executive supervision.

The organization of conservation activi-
ties and programs remained relatively
loose throughout the war, not merely
because the definition of conservation was

THE QUARTERMASTER CORPS

broad but because the activities of the
Corps were organized primarily for the
performance of supply duties that were
more immediately pressing. As conserva-
tion activities expanded and as the formu-
lation of aggressive indoctrination pro-
grams emphasized their growing signifi-
cance, two noticeable organizational
trends developed. On the one hand, a
marked degree of centralization and ex-
pansion of pertinent functional activities
occurred within the Service Installations
Division. On the other, where the attain-
ment of conservation objectives was in-
cidental to the operation of broader pro-
grams, as in the administration of food
service, the organization of the division
concerned frequently was reshaped to
adapt it to these objectives and to enable
it to sponsor special programs of conserva-
tion. The result was a considerable re-
orientation of the OQMG organization to
the purposes of conservation.

Relations With the Services of Supply

Before March 1942 The Quartermaster
General had dealt directly with the field
and had issued directions on both policy
and procedure, particularly in reference
to matters of general salvage. His responsi-
bilities and authority were changed when

7(1) AR 30-2145, 28 Apr 31, sub: QMC—Un-
serviceable Prop, Including Waste Material. (2) AR
30-2110, 27 Apr 31, sub: QMC—Salv and Laundry
Activities. .

8 (1) WD Cir 143, Sec. I, 15 Jul 41, sub: Disposal
of Scrap. (2) Min of Salv and Reclm Conf. p. 7. re-
marks of Col Falkenau.

“ (1) OQMG OO 25-F, 15 May 41, sub: Orgn of
Sup Div. (2) This unit had also handled laundry ac-
tivities, but in July 1941 a separate Laundry Branch
was established. OQMG OO 153, 15 Jul 41.

10 OQMG OO 84, 31 Mar 42, sub: Orgn of QMC.

'* Chief of Salv, Reclm, and Surplus Prop Br to
Dir of Sv Instls Div, OQMG, 25 Jun 43, sub: Conf
Regarding Conserv Program.
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the Services of Supply (SOS) was estab-
lished. A salvage unit within the Distribu-
tion Division, SOS , became responsible for
formulating policies pertaining to salvage
operations, for co-ordinating and super-
vising all salvage operations involving
more than one military agency, for con-
sulting and co-ordinating with the various
salvage sections of the War Production
Board (WPB) on Army salvage problems,
and for conducting inspections of salvage
operations at large scrap-generating in-
stallations under Army jurisdiction."
From March 1942 until the summer of
1943, The Quartermaster General func-
tioned as a staff officer of the SOS in
supervising salvage activities, and clearly
defined relationships with the SOS and
with the field were only gradually at-
tained.

Although in the spring of 1942 a regula-
tion had reaffirmed the traditional respon-
sibility of The Quartermaster General for
the handling of all Army salvage with the
exception of exchangeable property and
of scrap resulting directly from manufac-
turing operations, difficulties soon de-
veloped.’® On 8 June Headquarters, SOS,
directed each of the corps area com-
manders to designate and report to the
Salvage Section, SOS, the name of one
officer who would be directly responsible
for salvage operations in his corps area.
They were also ordered to establish at
each post and station under their jurisdic-
tion a suitable organization to insure close
supervision of the collection and disposal
of salvageable material and scrap. Each
supply service was likewise directed to
formulate a plan and to establish an or-
ganization to handle salvage operations in
the zone of interior.'* These directions
caused immediate confusion, both in the
field and in Washington, since they ap-

parently ignored the existing Quarter-
master salvage organization.

The chief of the Service Installations
Division, OQMG, reminded Headquar-
ters, SOS, that no change had been made
in Quartermaster responsibility for han-
dling salvage and that the QMC, as re-
quired by Army Regulations, had had for
many years a completely functioning or-
ganization, plan, and procedure for the
handling of salvage, which included a sal-
vage officer in every post,camp, and sta-
tion and a corps area salvage officer as
assistant to the corps area quartermaster.
The latter was charged with the super-
vision of all salvage activities throughout
the corps area. He went on to add that it
was generally understood at a conference
held in the SOS on 28 May that salvage
officers were to be appointed in each sup-
ply service only for the purpose of main-
taining liaison with Quartermaster officers
in order to facilitate the flow of dormant
scrap to them, and for supervising the
handling of industrial scrap.’® It seemed
to him that SOS instructions tended ‘“to
create multiple authority as to salvage be-
tween the Quartermaster Corps and other
services and to provide for the formulation
of entirely independent plans -and pro-
cedures for the handling and disposition
of salvage in the Zone of Interior.”'¢
Headquarters, SOS, confirmed the inter-
pretation made by the OQMG of the in-

'* See SOS Orgn Manual, 30 Sep 42, p. 302.11.

" PR 18-T, 19 May 42, sub: Disp of Surplus and
Unserviceable Prop.

" Ltr, TAG to TQMG et al., 8 Jun 42, sub: Salv
Procedure, SPX 400.7 (6-1-42) MO-SPPD-M.

1> The 8 June directive, which classified scrap as
“dormant” and “industrial,” defined dormant scrap
as “miscellaneous scrap including the usual accumu-
lations at posts, camps, and stations.”

15 Memo, Col Charles S. Hamilton, OQMG, for
Chief of Distr Br, SOS, 15 Jun 42, sub: Salv Proce -
dure, 400.93.
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tent of the conference on 28 May and re-
quested that all necessary co-operation
and liaison be established by The Quar-
termaster General with other supply serv-
ices and field agencies of the QMC in
order that salvage might move promptly
into productive channels.'’

To eliminate the confusion that had re-
sulted from the 8 June order, a new direc-
tive clarified the division of responsibility
between the SOS Salvage Section and the
supply services.

Only matters affecting policy, controver-
sial matters that involve more than one mili-
tary agency, and matters that should be
brought to the attention of the Commanding
General, Services of Supply, will be referred
to the Salvage Section, Distribution Branch,
Procurement and Distribution Division,
Services of Supply. Matters pertaining to
technical advice will be referred to the War
Production Board, or to salvage technicians
employed by the Supply Services.'®

While technical advice was to be pro-
vided by the QMC and the other supply
services, the SOS Salvage Section began
at this time to employ its own staff of sal-
vage technicians to assist field salvage
officers where unusual difficulty was en-
countered in moving scrap.'? The section
took legitimate measures to co-ordinate
the action of the supply services and that
of the service commands. In addition it
had authority to deal directly with field
units, and in an increasing number of
cases the SOS Salvage Section issued di-
rectives to these agencies on its own initia-
tive, without consulting The Quarter-
master General. Since these instructions
were often in conflict with those of the
OQMG, confusion was created in the
field. Throughout this period Maj. Gen.
Edmund B. Gregory, The Quartermaster
General, insisted that specific directives,
except for broad general policies an-
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nounced by the SOS; should issue from his
office and that the actual direction of field
salvage was an operating function that
should be handled at the supply service
level. As a result of his complaint, Head-
quarters, SOS, agreed that salvage direc-
tives to the Army as a whole would be
published only after the concurrences of
the General Staff and the commanding
generals of the Army Air Forces (AAF)
and the Army Ground Forces (AGF) had
been obtained, and after consultation with
the chief of the supply service concerned.””

At the same time, the division of re-
sponsibilities for salvage operations was
restated. The SOS Salvage Section, oper-
ating as a policy and control unit of the
Commanding General, SOS, was to for-
mulate policies pertaining to salvage oper-
ations, co-ordinate and supervise salvage
activities of the supply services, and, when
necessary, deal directly with the com-
manding generals of all service commands
on salvage matters, keeping the appro-
priate chief of supply service informed.
The Quartermaster General remained re-
sponsible for all general salvage at posts,
camps, and stations, while the chiefs of the
supply services continued to supervise the
salvaging of industrial scrap resulting
from manufacturing operations. The
Quartermaster General and the other
chiefs of the supply services were author-

17 Ist Ind, Chief of Distr Br, SOS, to TQMG, 18
Jun 42, on memo cited above,[n_THl

¥ Ltr, TAG to CGs of All CAs, 27 Jun 42, sub:
Info on Salv Procedure, SPX 400.7 (6-23-42) MO-
SPPD-TS-M.

1 Min of Salv and Reclm Conf, p. 6, remarks of
Lt Col Don B. Kates, SOS.

# (1) Dir of Sv Instls Div to Chief of OP&C Div,
OQMG, 24 Jul 42, sub: Request for Certain Info
Relating to QMC Opns. (2) Memo, Dir of Control
Div, SOS, for TQMG, 17 Sep 42, no sub, 400.93.
(3) Memo, TAG for Chiefs of Sup Svs, 26 Scp 42,

sub: Respc isibility and Authority Regarding Salv
Activities, SPX 400.74 (9-23-42) SPDDM-MP-R-M.
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ized to prepare all technical and training
manuals dealing with salvage procedure
and operations and to issue directives
based on policies of the SOS.?' Until the
summer of 1943, when complete staff re-
sponsibility was transferred to Headquar-
ters, SOS, which by that time had been
renamed Army Service Forces (ASF), this
division of authority governed the rela-
tionship between the SOS and the QMC.

Relations With Civilian Agencies

During World War II certain civilian
as well as military agencies had important
responsibilities for directing unserviceable
supplies and scrap into the proper chan-
nels of civilian and industrial consump-
tion. It was some time before the need for
central governmental co-ordination be-
came acute, and not until the Bureau of
Industrial Conservation was organized in
the Office of Production Management
(OPM), later transferred to the WPB, was
there a central agency definitely charged
with the development of national pro-
grams of conservation.”® Although the
bureau had developed plans for civilian
participation in salvage activities by the
fall of 1941, it did not establish regional
machinery to supervise the scrap industry
and co-operate with military field agencies
until the summer of 1942.

The direct concern of the WPB and the
Office of Price Administration (OPA)
with problems of allocations to consumers,
prices, and other matters having a bear-
ing on salvage activities, led to close co-
operation between these agencies and the
QMC. Moreover, .he early arrangements
made by Headquarters, SOS, with the
WPB were an important factor in develop-
ments leading to the reorganization of the
War Department administrative ma-

chinery for handling salvage matters in
1943.

The Army-WPB administrative system
for handling salvage, as well as many
basic policies, stemmed from decisions
made at a general conference held late in
May 1942 and attended by representatives
of the WPB and its Bureau of Industrial
Conservation, of SOS headquarters, and
of the chiefs of the Army supply services.
The directive issued by the Army follow-
ing this conference not only provided for
the installation of an integrated adminis-
trative system throughout the Army but
also defined the services that the WPB
would furnish.?* The WPB was to provide
technical assistance to Army salvage
officers, follow up Army salvage in the
hands of civilian dealers to see that it was
not hoarded, and control by allocation the
flow of material into proper industrial
channels.

In general, dormant scrap was to be
handled by the Bureau of Industrial Con-
servation, which at the time of these ar-
rangements was establishing regional
offices and making their consultatory serv-
ices available to all corps areas and supply
services. Since dormant scrap was usually
sold to scrap dealers rather than con-
sumers and the WPB expected to com-
plete the licensing of such dealers by |
June, SOS ordered sales to be made only

*! Memo cited above, p.20(3}}

* The sponsorship of organized conservation by the
government had its beginning in the Advisory Gom-
mission to the Council of National Defense. Later a
number of special corporations—the Rubber Reserve
Company, the Metals Reserve Company, the Defense
Supplies Corporation, and War Materials Incorpo-
rated—under the direction of the Reconstruction
Finance Corporation rendered invaluable assistance
to the Army in utilizing and disposing of certain
salvage materials.

5 Lir, TAG to TQMG et af., 8 Jun 42, sub: Salv
Procedure, SPX 400.7 (6-1-42) MO-SPPD-D.
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SALVAGING SCRAP MATERIAL. Workers at the Philadelphia Quartermaster Depot
bale scrap fabric to be sold at auction (left), and sort scrap material left over from the manu-

JSacture of Army untforms (right), QOctober 1941.

to licensed dealers. Where any consider-
able accumulation of miscellaneous scrap
or dormant scrap of one classification was
to be sold, SOS directed Army salvage
officers to report it to the bureau or its
nearest regional office before disposal. In
the case of industrial scrap, SOS directed
that contacts be made with pertinent scrap
units of the Materials Division, WPB, in
Washington, D. C., prior to disposal of
ferrous materials of carload lot, or greater
quantities of nonferrous and other mate-
rials important for war production.** Ac-
tual control of the movement of scrap from
dealers to industrial consumers was the
responsibility of the Allocation Section of
the Materials Division, WPB.

The original arrangement with the
WPB also produced a tentative statement
of policy regarding co-operation by the

Army with the WPB drive for collection
of civilian scrap. Initially, Army salvage
operations were to be directed toward
utilization of materials accumulated by
military agencies, but accumulations of
materials discovered away from military
reservations were to be reported to the
Bureau of Industrial Conservation or its
regional representatives. On 27 June 1942,
SOS directed The Quartermaster General
to publish instructions to all salvage offi-
cers outlining the procedure for reporting

24 Chiefs of supply services and the WPB were to
determine these amounts by agreemert. When sale
of either dormant or industrial scrap was made to
any dealer, mill, foundry, or other consumer, the
WPB scrap units were to be informed of the name of
the purchaser, the type and tonnage of material, and
the date of transaction in order to enable the WPB
to follow up on disposition. This information was

vital to the WPB in allocating materials to con-
sumers.
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such large accumulations of civilian
scrap.?’ It was further agreed that Army
salvage installations would be governed
solely by policies, directives, and opera-
tional instructions announced by the War
Department rather than by those issued
directly from the WPB, but a clear state-
ment of policy on this matter was not cir-
culated until April 1943.%¢

When the WPB was established, the
OPA relinquished its regulatory functions
relating to civilian supply. The OPA con-
tinued, nevertheless, to administer and ex-
pand its advisory and regulatory functions
pertaining to price control of salvage ma-
terials. Its salvage division and regional
offices were increasingly helpful to the
QMC on problems relating to price ceil-
ings and other aspects of OPA regulations
affecting specific scrap and salvage items,
and the OQMG co-operated closely with
this agency during the war.

Relations With the Field

The conservation of Army matériel was
a field activity carried out largely in lower
echelons of the War Department and the
Army in many and widely dispersed geo-
graphical locations. The success of the
Quartermaster program depended upon
effective supervision, but this was difficult
to achieve because in the conduct of con-
servation programs through supply and
command channels The Quartermaster
General acted as a special staff agent of
the SOS, with varying powers of super-
vision.

Command Agencies

The Quartermaster conservation pro-
gram was promoted in two ways. First,
efforts were concentrated on fostering the
proper upkeep, care, and use of Quarter-
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master matériel by troops. For this pur-
pose the OQMG formulated the doctrine
and provided the technical media to be
used by the AGF and the AAF. The co-
operation of these command agencies in
applying Quartermaster conservation pol-
icies was necessary because they were re-
sponsible for promulgating and supervis-
ing indoctrination programs in troop
units. In this instance, where troop com-
manders had full responsibility for the
conduct of conservation programs, rela-
tionships were relatively clear-cut. Second,
the OQMG supervised specific conserva-
tion activities conducted by field estab-
lishments in the zone of interior. These ac-
tivities involved primarily the receipt of
used and unserviceable matériel from
troops, the determination of its disposition
by renovation, reuse, or disposal, the re-
pair of suitable articles, and the distribu-
tion and reissue of renovated property.

It was at this point that interdepend-
ence of action between troop unit com-
manders and Quartermaster supply agen-
cies was greatest, and divergent responsi-
bilities produced conflicting points of view.
Army Regulations prescribed that articles
of unserviceable property were to be
turned over by using organizations to the
QMC for salvage.”” In the process, officers
receiving the property were empowered
to return to the using unit any articles
considered fit for continued use,to stipu-

25 Lir, TAG to Chiefs of Sup Svs ¢f al., 27 Jun 42,
sub: Info on Salv Procedure, SPX 400.7 (6-23-42)
MO-SPPD-TS-M.

26 AGO Memo S30-14-43, 6 Apr 43, sub: Policy
Relating to Domestic Salv.

# (1) AR 20-35, sub: IGD—Insp of Prop for Con-
demnation. (2) AR 35-6640, sub: Finance Dept—
Lost, Destroyed, Damaged, or Unserviceable Prop.
(3) AR 30-2145, sub: QMC—Unserviceable Prop,
Including Waste Material. (4) AR 30-2110, sub:
QMC—Salv and Laundry Activities. (5) AR 61540,
sub: Enlisted Men—C&E.
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late that property in need of repair be re-
turned to the unit after processing by the
nearest available repair shop, or to rec-
ommend that an individual be assessed for
damage or loss of property resulting from
negligence or more culpable action.

On the other hand, troop unit com-
manders were concerned with obtaining
the best possible and most presentable
equipment for their men. In the past, in
fact, their reputations, as well as those of
their supply officers and sergeants, had
been enhanced by their ability to obtain
suitable supplies and replacements. Quar-
termaster responsibility for conservation
encountered directly the insistence of
many commanders upon independence
with regard to supply of their troop units.
Attempts by Quartermaster representa-
tives through vigorous and conscientious
administration of inspection to bring pres-
sure upon unwilling commanders to retain
usable equipment often caused them to
resort to various subterfuges, such as muti-
lation of equipment to insure its condem-
nation or to prevent its repair and return
to the user. This area of intermingling re-
sponsibilities was later to be thoroughly
examined and modified so as to encourage
command responsibility and respect for

property.
Service Commands

The most important contribution of the
Quartermaster program lay in promoting
conservation among the troops, who used
the great bulk of matériel, but the success
of the program depended on the effective-
ness with which the corps administered its
salvage activities in installations of the
SOS (later ASF). Its responsibilities here
included the organization of facilities to
process the large quantities of matériel
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becoming unserviceable in all echelons of
the Army, other than that actually con-
sumed or maintained in combat areas.
The QMC arranged for local repair of
Quartermaster items used by troops sta-
tioned in the zone of interior, and for the
renovation, reissue, and disposal of vast
quantities of articles turned in by them in
the course of their training and on their
departure for overseas duty. It also made
arrangements for handling the ever-in-
creasing volume of matériel returned from
theaters in the form of usable goods and
salvage.

Although subject to the supervision of
The Quartermaster General, such salvage
and reclamation activities were carried on
in the post, camp, and station installations
of the service commands, which had re-
placed the corps areas in the summer of
1942.** The corps areas had long exercised
general supervision over these activities,
although commanders were responsible
only for “the collection of all salvageable
property and material at each post, camp,
and station under their jurisdiction.” Such
salvage was turned over to the QMC for
disposal by procedures determined by The
Quartermaster General, but corps area
commanders were responsible for “prompt
disposal” by agencies under their super-
vision **

New and broader control, however, was
vested in the commanding generals of the
service commands. Under policies pro-
mulgated by SOS and directives on pro-
cedure issued by The Quartermaster Gen-
eral, they exercised “‘supervision and con-
trol of all salvage activities (including

WD GO 335, 22 Jul 42, sub: Redesignation of
WD CAs to SvCs.

* Ltr, TAG to CGs of All CAs ef al., 27 Jun 42,
sub: Info on Salv Procedure, SPX 400.7 (6-23-42)
MO-SPPD-TS-M.
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reclamation shops of the Quartermaster
Corps) at posts, camps, and stations; at
stations not under the command of the
service commander, including arsenals,
depots, ports of embarkation, and staging
areas; and installations of the Army Air
Forces.” *® Special repair installations
under the control of chiefs of technical
services were specifically excluded from
the supervision of the commanding gen-
erals of the service commands.

The chief of the OQMG Salvage
Branch felt that the QMC would benefit
from the establishment of service com-
mands. Although the effect was to remove
local quartermasters from the direct juris-
diction of The Quartermaster General,
the fact that he could now issue instruc-
tions to the service commanders in his
capacity "as a staff officer of the SOS
seemed to strengthen and improve his
position in relation to the field.** In prac-
tice,the interposition of another echelon
of supervision between The Quarter-
master General and station officials
proved an obstacle to the speedy delivery
of directives that were issued to the field
through channels of command. The
OQMG received many complaints from
field salvage officers and repeatedly called
the attention of the service commands to
the fact that directives were not reaching
the operating agencies where they were
needed.*” This was particularly serious
when local officers received binding regu-
lations of WPB, OPA, and other govern-
ment agencies only after infractions had
already occurred. To eliminate this diffi-
culty it was necessary for the OQMG to
secure authorization for, and make ex-
tensive use of, a direct mailing list of local
offices to which it could send government
regulations and other important instruc-
tional material.**

Divided staff responsibility in the super-
vision of field activities in itself raised
problems. The Quartermaster General
was solely responsible for technical super-
vision of these activities, while the Com-
manding General, SOS, through his im-
mediate staff agencies was responsible for
general operating supervision of activities
in the service commands. Co-operation
between the service commands and the
OQMG and the general quality of super-
vision were not improved where disagree-
ments arose over staff responsibilities, and
particularly where SOS agencies issued di-
rectives without co-ordination and some-
times in conflict with instructions of the
OQMG. When the ASF assumed full
staff responsibility for salvage activities in
the summer of 1943, this trend in the
supervision of field activities was reversed.
Then full responsibility for field programs
was vested in The Quartermaster General.

In the meantime, regardless of what the
final salvage responsibilities of the QMG
and other agencies were to be, the con-
servation program was of vital importance
in the immediate conduct of field activi-
ties. The OQMG was concerned with the
development of effective procedures and
techniques, but these meant nothing un-
less adequate supervision was provided.

Efforts were therefore made to bring
service command activities under more
effective supervision. The OQMG became

AGO Memo W30-3-42, 15 Scp 42, sub: Au-
thority and Responsibility of CGs of SvCs on Salv
Matters.

3t Col Falkenau o Dir of Sv Instls Div, OQMG,
27 Jul 42, sub: Manual for SvCs.

2 (1) Chief of Salv and Surplus Prop Br to
DQOMG, 13 Aug 42, no sub. (2) Lir, Brig Gen Frank
F. Scowden, OQMG, to CGs of All SvCs, 18 Aug 42,
sub: Cirs and Docs of Instruction.

* (1) Memo, Col Hamilton, OQMG, for Hq SOS,
13 Oct 42, sub: Proposed Mailing List. (2) Min of
Salv and Reclm Conf, p. 44.
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preoccupied with this problem soon after
Pearl Harbor when field inspections em-
phasized the need for adequate regional
supervision. In May 1942 the chief of the
Personnel Division, OQMG, asked the
General Staff to authorize an additional
officer, with the rank of lieutenant colonel,
in each corps area headquarters as salvage
and reclamation officer, to devote his full
time and energies to the duties of salvage
and reclamation. The emphasis placed
upon rank was deliberate in order that the
officers might have enough prestige to
impress upon others the importance of the
salvage work.** Although several of these
officers were on duty by early summer, the
program did not get fully under way until
October. Then an orientation conference
was held in Washington, D. C., for the sal-
vage and reclamation officers of the serv-
ice commands. Comprehensive instruction
was given on various subjects, questions of
policy were cleared up, and particular
emphasis was placed on the necessity of
securing qualified assistants for the service
command staffs.*

These salvage and reclamation officers
were responsible for supervising and in-
specting the salvage and reclamation ac-
tivities of post, camp, and station officers.
This meant that they disposed of scrap, a
salvage activity that was Army-wide in
scope, and that they also supervised Quar-
termaster repair shops. While these offi-
cers were chosen ostensibly to represent
the QMC, many of them envisioned for
themselves a broad mission of supervising
the salvage and conservation activities of
all the technical services. Because of this
seemingly dual position, the Chief of Staff,
SOS, was later to characterize such an
officer as a “peculiar individual.” * Re-
gional responsibilities obviously needed
clarification.
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Service command progress in exercising
close supervision of local activities was dis-
couraging. During the first year or more
after the institution of the salvage and
reclamation program, none of the service
commands had sufficient supervisory per-
sonnel to handle the many vital functions
at headquarters and at the same time con-
duct regular and frequent inspections of
activities at posts. The OQMG made re-
peated efforts to obtain more personnel,
but as late as July 1943 —immediately
before the transfer of salvage responsibility
to the ASF—no action had been taken to
fill the desired personnel quotas in any
service command.?’

Upon the development of adequate
means of supervision under the direction
of the commanding generals of the service
commands depended much of the pro-
gram for decentralization of administra-
tive authority advocated by Headquar-
ters, SOS. The concentration of operating
supervision at the service command level
was part of the theory underlying SOS or-
ganization, and early in 1943 the Control
Division, SOS ,brought pressure on The
Quartermaster General to decentralize to
the service commands all possible routine
supervision of Quartermaster activities.*®

* (1) Min of Salv and Reclm Conf, pp. 3, 106. (2)
Memo, Lt Col Kester L. Hastings, Pers Div, OQMG,
for CG SOS, 9 May 42, sub: Authorization of Pers
for CA Salv and Reclm Activities.

» Min of Salv and Reclm Conf, passim.

3 Memo, Maj Gen Wilhelm D. Styer for ACofS
for Opns, SOS, 21 Nov 42, sub: Salv Activities.

37 (1) Memo, Col Hamilton, OQMG, for ACofS
for Pers, SOS, 20 Oct 42, sub: Allotments of Pers for
SvCs. (2) Memo, Hamilton for Chief of Distr Div,
SOS, 16 Feb 43, sub: Additional Offs at SvC Hgq. (3)
Memo, Hamilton for Chief of Production Div, ASF,
30 Jun 43, same sub.

38 (1) Memo, ACofS for Opns, SOS, for TQMG,
30 Jan 43, sub: Elimination of Unnecessary Over-
lappings and Duplications of Functions, (2) Brig

Gen Harold A. Barnes, DQMG, to Sv Instls Div,
OQMG, 10 Feb 43, sub: Decentralization of Action.
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While several specific salvage controls had
already been delegated to the service com-
mands, The Quartermaster General felt
that others should be retained because of
the lack of personnel in the service com-
mands.?® In particular, he objected to
delegating authority to approve indefinite-
quantity contracts for the disposal of cer-
tain waste materials, the supervision and
approval of which required knowledge of
fluctuating market conditions. Supervision
by the OQMG of these long-term con-
tracts had increased the revenue from
them by many thousands of dollars per
month, and he argued that delegation of
this authority could not be justified on the
basis of economy to the government.
Headquarters, ASF, agreed to his reten-
tion of this control, but only until such
time as sufficient qualified salvage per-
sonnel became available to the service
commands.**

A similar problem arose in the summer
of 1943. The Deputy Chief of Staff for
Service Commands, ASF, proposed that
technical maintenance inspectors attached
to the OQMG be assigned to the service
commands to conduct “continuing inspec-
tions” from that level. The Quartermaster
General objected to this proposal because
he had not been able to find enough quali-
fied inspectors for service in all areas
under the projected decentralization.
More fundamentally, he opposed the
move on the ground that, as long as direc-
tives charged him with insuring the effec-
tiveness of Quartermaster operations, cen-
tral inspections by the OQMG and other
legitimate working contacts with local ac-
tivities were necessary. A small group for
supervision and inspection was retained in
the OQMG, but General Gregory agreed
to eliminate certain sources of irritation to
service commanders by instructing all
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OQMG representatives visiting service
commands to advise commanders of the
purpose and nature of their visits and to
confine their activities to those arranged
for unless otherwise requested by com-
manders.*!

Most service commanders were con-
sidered co-operative in administering
Quartermaster programs, and many sal-
vage and reclamation officers rendered
oustanding service under Quartermaster
direction despite being handicapped by
lack of personnel.*” On the. other hand,
those service commanders who were skep-
tical of the value of salvage work or who
were not disposed to be helpful were able
at times to rely upon a literal interpreta-
tion of the command prerogative to ob-
struct the exercise of necessary supervision
by The Quartermaster General.

Although the need for closer supervision
of Quartermaster conservation activities
was-clear, little could be done to clarify
the responsibilities of the QMC and the
service commands until the established
regulations and procedures covering the
disposition of unserviceable property,
usually referred to simply as the “salvage
procedure,” were revised.

Clarification of Procedures

An attack upon the inherited salvage
system materialized in the fall of 1942.

# Col Falkenau to Dir of Sv Instls Div, OQMG, 13
Feb 43, sub: Decentralization of Action.

4 (1) Memo, Hq ASF for TQMG, 18 Mar 43, sub:
Indefinite Quantity Contracts for Sale of Waste Ma-
terials. (2) Memo, Col Hamilton, OQMG, for ACofS
for Opns, ASF, 24 Mar 43, same sub. (3) Memo,
ACofS for Opns, ASF, for TQMG, 2 Apr 43, same
sub.

41 (1) Chief of Maint Br to Dir of Sv Instls Div,
OQMG, 25 Aug 43, sub: Decentralization of Con-
tinuing Insps. (2) Memo, TQMG for DCofS for
SvCs, ASF, 30 Aug 43, same sub.

+* Interv, OQMG historian with Lt Col John P.
Loomis, Exec Off, Sv Instls Div, OQMG, 22 Feb 44.
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Late in November the Chief of Staff, SOS,
expressed the developing concern in staff
circles:

The salvage activities of the Army arein a
confused and disorganized state. Terms have
not been assigned definite meanings. A large
number of agencies are involved. Paper work
is excessive. A great mass of Army Regula-
tions, War Department Circulars and memo-
randa have been issued.”

He went on to add that “the importance of
salvage activities increases in direct pro-
portion to the increasing difficulty in meet-
ing the requirements of the Army.” Fur-
thermore, while many of the War Depart-
ment Clrculars and memoranda empha-
sized the i importance of conservation, they
continued to require actions inconsistent
with the existing stringency of raw mate-
rials because they had been written before
the war.

He directed the Assistant Chief of Staff
for Operations,SOS, to assume responsi-
b111ty for simplifying and co-ordinating the
various organizations and activities affect-
ing salvage. He ordered that terms be
clearly defined; that salvage and reclama-
tion activities be co-ordinated; that paper-
work be reduced and classification of prop-
erty for disposal purposes be simplified;
that peacetime standards of ““economical
repair’”’ be eliminated; and that regula-
tions, circulars, and memoranda affecting
salvage activities be consolidated into a
single, compact manual. Of special sig-
nificance for the future administration of
salvage disposal was his directive that au-
thority and responsibility of staff divisions,
supply and administrative services, the
Inspector General’s Department, and field
operating agencies for salvage activities be
established clearly and that operating
functions be decentralized to the field, as-
signing to SOS agencies only such super-
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visory functions as were required.

To initiate the necessary changes, Head-
quarters, SOS, arranged a conference of
representatives of the interested agencies
on 2 December.'! In preparation for this
meeting, the head of the Salvage Branch,
OQMG, drafted an analysis of the chief of
staff’s directive, which was defensive of
the existing salvage system. His analysis
was obviously influenced by the direct and
implied criticisms of the work of the QMC
and the suggestion of reorganization. He
felt that the confusion and abuses had
been greatly overemphasized, and that
“considering the rapid expansion of the
Army and the tremendous influx of inex-
perienced officers and enlisted personnel,
an organization job on salvage has been
done which compares favorably with any-
thing which would have been accom-
plished in an industrial organization or
elsewhere under parallel conditions.”*®
This reference to achievement under diffi-
culties failed, of course, to offer a solution
to the recogmzed need for clarification of
supervisory responsibilities. Later, repre-
sentatives of the OQMG took a leading
part in clarifying procedure and responsi-
bilities.

Before this could be accomplished, how-
ever, a careful analysis had to be made of
the existing regulatory system governing
the disposition of unserviceable property.
That system had been set forth in certain
basic Army Regulations that had been
formulated as a result of varied and con-
flicting experience over the long, peace-
time period following World War I, when

** Memo, Gen Styer for ACofS for Opns, SOS, 21
Nov 42, sub: Salv Activities,

‘' Memo, Chief of Maint, Repair and Salv Br, SOS,
for TQMG et al., 28 Nov 42, sub: Conf on Activities
and Regulations Pertaining to Salv.

+ Col Falkenau to Dir of Sv Instls Div, OQMG, 1
Dec 42, sub: Analysis of 21 Nov Memo.
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accountability and ‘“regularity” in the
handling of military property were of pri-
mary interest.*® Enforcement of these regu-
lations was generally deemed sufficient to
accomplish such conservation as was
needed. In the course of time, numerous
amendments had been added to the regu-
lations on the theory that, while property
accountability and liability should be en-
forced and property disposition controlled
by the survey officers and inspectors, their
actions should be so circumscribed and
defined that the barrier against malprac-
tices would be “air-tight’ and the observ-
ance of official policies automatically in-
sured. The resulting regulations were so
complex as to be almost impossible of in-
terpretation and administration.

At the same time, these regulations
called for practices not adapted to an
emergency and wartime situation in which
the emphasis had shifted from the main-
tenance of property accountability to an
expeditious processing of matériel for fur-
ther military and industrial uses. Probably
the most important and controversial of
these practices was the one requiring muti-
lation or destruction of property submitted
for condemnation, in order to prevent its
being resubmitted to an inspector to make
up shortages in accounts or in order to se-
cure unauthorized replacement issues.
Although this practice had been adopted
to combat commonly encountered meth-
ods of evading the regulations on property
accountability and responsibility, the mu-
tilation or destruction of property useful
for war purposes or for essential civilian
needs was open to particular criticism.

These regulations also covered in detail
not only the functions of local officers who
were permitted to act upon instruments of
property disposition, but also those of the
overhead agencies having responsibilities

17

for the clearing of papers and the approval
of applicable policies and procedures.
Both the Chief of Finance and The In-
spector General, in addition to The Quar-
termaster General, had important and
often controlling responsibilities in the dis-
position procedure.*” This fact alone pre-
vented The Quartermaster Corps from ex-
ercising real control over the conservation
of most of its supplies in the field and
tended to hinder the speedy and efficient
salvaging for which The Quartermaster
General was held responsible. Because of
the many agencies involved and because
of the time-consuming process required to
amend Army Regulations, a simple pro-
cedure, useful for wartime purposes, did
not emerge until two years after Pearl
Harbor.

When military property became unserv-
iceable at any time,*® it could be retired
from property accounts only by an inven-
tory and inspection report or a report of
survey, the procedures for which involved
a “long, complicated, burdensome series of
steps.” ** The surveying officer or inspector
had to decide upon the method for the dis-
posal of the unserviceable property, and
no less than eight alternatives had been
added to the regulations in the years fol-
lowing World War 1.3 The formality of
the screening procedure and the necessity

% (1) AR 35-6640, sub: Finance Dept—Lost, De-

stroyed, Damaged, or Unserviceable Prop. (2) AR
20-35, sub: IGD—Insp of Prop for Condemnation.

17 The Chief of Finance prescribed procedures for
the conduct of surveys and approved all reports of
survey, since these were considered fiscal instruments.
The Inspector General’s Department handled most
inventory and inspection reports and prepared regu-
lations covering them.

2 Separate regulations covered the disposition of
clothing and equipage issued to the enlisted man. See
AR 615-40.

1 Memo, Gen Styer for ACofS for Opns, SOS, 21
Nov 42, sub: Salv Activities.

30 (1) AR 20-33, par. 7. (2) AR 35-6640, par. 10.
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of clearances from higher authority caused
delays and tied up great quantities of
equipment awaiting disposition. More-
over, the physical disposition of unserv-
iceable articles usually awaited the full
consummation and approval of formal
proceedings.

The established procedures were also
inadequate in that technically competent
individuals were not necessarily appointed
to act in the disposition of various classes
of equipment. Numerous communications
to the field urged competent inspection of
technical supplies, but it was difficult to
obtain qualified personnel. Moreover, ap-
parently no effective steps could be taken
to counteract the tendency of com-
manders to assign “miscellaneous” duties
of this kind to transients or to already busy
officers to be accomplished on a part-time
basis.>

The establishment of an organization
stafled by interested personnel trained to
handle property turned in for disposal
would afford the most effective means of
promoting conservation. From a technical
standpoint, at least, such an organization
was already available in repair shops.
Even when unserviceable property was
not shipped to shops for processing, all but
the simplest questions of reparability and
disposition had to be determined by rep-
resentatives of repair shops or by personnel
with comparable experience. With the
possible exception of salvage officers and
specialists, personnel managing repair and
reclamation activities were as a group
probably the most “conservation minded”
among technical service representatives.
Another necessary phase of their duty was
to decide whether the condition of equip-
ment turned in was the result of normal
wear, negligence, or more culpable action.
The repair shop systems were the logical
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means whereby the technical services
could exert a real and systematic control
over the utilization and disposal of prop-
erty.

Instead of making use of repair shops,
which would have strengthened the re-
sponsibilities of the chiefs of the technical
services, Headquarters, SOS, proposed to
expedite the processing and disposal of
equipment by establishing in the service
commands special salvage and reclama-
tion centers located ‘“‘along the line of flow
of property requiring repair’ and of sal-
vage material.”* This proposal was ap-
parently influenced by the movement then
under way at Headquarters, SOS, to con-
centrate the administration of all field ac-
tivities on a functional basis under the
service commands.

The OQMG objected to the establish-
ment of such centers because it believed
that there was no such thing in the various
service commands as a general line of flow
of property requiring repair or of salvage
material. Furthermore, it felt that the plan
would result in a great deal of unecessary
transportation and rehandling of material.
These considerations dictated against the
plan’s adoption, but one of its features was
utilized. The original plan had suggested
that the proposed centers process both sal-
vage generated domestically and that re-
ceived from overseas bases and theaters.
With the first major expansion of combat
operations, the necessity of planning for
the latter became critical. Salvage centers,
located near ports and receiving for segre-
gation all salvage material returned from
overseas, were established and became

*! See Min of Salv and Reclm Conf, p. 3, remarks
of Col Falkenau.

52 Memo, Col Hamilton, OQMG, for Chief, Distr
Div, SOS, 14 Dec 42, sub: Disp of Unserviceable Prop

and Salv Opns, and appended plan submitted by SOS
at 10 December conference.
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tion was prohibited, and March 1943
before instructions were formally pub-
lished.?"

Under the procedure promulgated in
March 1943, full control and streamlining
of the system for disposition of property
were retarded by the War Department’s
effort to continue the use of the survey in
a shortened form as the universal instru-
ment for disposition of equipment, and to
provide a medium of protection against
improper disposal practices. Although ar-
ticles rendered unserviceable by normal
use or deterioration in service were turned
in to the supply officer by means of a
simple certificate executed by the unit

commander or responsible officer, the pro-

cedure from that point on remained cum-
bersome. Property could also be submitted
to repair echelons and returned after proc-
essing without undue red tape or delay,
but the authority that at any stage con-
demned articles was required in all cases
to execute a report of survey. A sem-
blance of the former control procedure
was preserved in the requirement that
each survey be submitted to a “disinter-
ested” officer, who would examine the ar-
ticles and ascertain that they had not been
improperly disposed of as a result of pres-
sure from troop units or because of other
reasons.

Experience soon demonstrated that in
most localities the volume of property ac-
cumulating to be processed was so great
that not even this bottleneck could be
tolerated. As a result, the use of the survey
was restricted, and formal investigations
were reserved for occasions when any of
the receiving or processing agencies might
have cause to suspect irregularity.”” In all
routine cases thereafter, either a briefl
“turn-in slip” or an exchange document,”
on which the responsible officer had exe-
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cuted his accustomed certificate of “fair
wear and tear,” served as the formal in-
strument both for submission of property
by troop echelons and final disposal of
items by salvaging. With one compara-
tively minor exception,” responsibility for
property was thus finally placed squarely
upon using and processing echelons, with
decisions as to disposition being made by
agencies presumably best qualified to do
so. Although a number of refinements
were later introduced, this general restric-
tion on the use of surveys virtually com-
pleted the separation of accountability
and control of the disposition of property.

Transfer of Responsibility to the
Army Service Forces

Although no change was made in the
assignment of responsibility for various
conservation functions in March 1943,
simplification of procedures helped to pre-
pare the way for a final settlement of
responsibility for salvage as a matter of
staff supervision. Many special factors,
however, affected the actual decision that
was made.

Under broad, general policies estab-
lished by the Distribution Division, ASF,

°7 (1) WD Cir 393, Sec. I, 4 Dec 42, sub: Mutilation
and Marking of Salvageable Materials. (2) WD Cir
75, 16 Mar 43. This circular rescinded AR 20-33,
which had previously provided inspectors with direc-
tions on mutilation.

»* WD Cir 7, 5 Jan 44, sub: Rep! for and Disp of
Unserviceable Prop. This circular served throughout
the remainder of the war as the basic regulation for
the disposition of property.

* These forms were used for clothing and equipage.
The procedure was later changed. .

% In thosc instances where the salvage officer was
also an accountable officer, the station commandcr
was required to appoint a disinterested officer to re-
ceive property and determine by physical check that
the number and description of articles to be salvaged
were as listed.
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The Quartermaster General was ““charged
with the determination of policies, plans,
and procedures to be executed by the serv-
ice commands with reference to the dis-
position or sale of scrap and waste ma-
terials.”®! Although his responsibility for
disposing of general salvage was Army-
wide, individual chiefs of the technical
services were charged with the disposal of
industrial or “current production’ scrap
at arsenals and manufacturing establish-
ments under their jurisdiction.

On several occasions conflicts had arisen
out of this division of operating responsi-
bilities. In October 1942, the Chief of
Ordnance had recommended that consid-
eration be given to changing current in-
structions governing the disposal of scrap
materials in Ordnance establishments in
order to eliminate the dual responsibility
of the Chief of Ordnance and The Quar-
termaster General for handling scrap ma-
terials.“* Headquarters, SOS, rejected this
proposal on the strong objection of The
Quartermaster General, who emphasized
that the return of critical materials to war
production channels could best be accom-
plished by a unified program for all Army
installations developed by one responsible
office. He insisted, moreover, that such
confusion as might have existed was due
primarily to the failure of the Ordnance
Department to adhere to the regulations.
Directives of that agency designated as in-
dustrial scrap many items, such as packag-
ing materials, rags, paper, and rubber,
that should have been handled under
procedures established for dormant
scrap.’?

Conflict had also developed over the
conduct of salvage activities at ports. The
Chief of Transportation had insisted upon
keeping the ports of embarkation entirely
independent of corps areas and any local
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activities in relation to supply. On the
other hand, the OQMG Salvage Branch
had maintained that in matters relating to
salvage the same policy should apply to
ports of embarkation as applied to other
exempted stations within the corps areas,
namely, “that the supervision of salvage
matters and the issuance of directives
should be handled through the Corps Area
Quartermaster.”** Insofar as the disposal
of scrap and reparable property returned
from overseas was involved, many special
administrative problems arose. In gen-
eral, service commanders and port com-
manders determined detailed operating
procedures in conjunction with both the
OQMG and Headquarters, SOS.

When in November 1942 the Chief of
Staff, SOS, had first suggested a transfer
of staff responsibilities for salvage, the chief
of the OQMG Salvage Branch had pro-
posed consolidating responsibility for
supervising the disposal of all types of
scrap in the QMC under a single set of
regulations.”® He had pointed out that the
responsibility for the supervision of indus-
trial scrap had originally been transferred
from The Quartermaster General to other
supply services in order to facilitate so-
called toll contracts."” Since WPB regula-

st WD Cir 75, 16 Mar 43.

52 Memo, Col John S. Raaen, Ord Dept, for CG
SOS, 22 Oct 42, sub: Salcs of Scrap and Salv.

3 (1) 2d Ind, Col Hamilton, OQMG, to Distr Div,
SOS, 3! Oct 42, on memo cited above, n. 62. (2) 3d
Ind, ACofS for Opns, SOS, to CofOrd, 14 Nov 42,
on same¢ memo.

5+ Memo, Col Falkenau for Col Hamilton, OQMG,
4 Jul 42, sub: Relation of POEs to CA QMs Re Salv.

5 AGO Memo S30-1-43, 2 Jan 43, sub: Policy for
Handling Oversea Salv.

56 (1) Memo, Gen Styer for ACofS for Opns, SOS,
21 Nov 42, sub: Salv Activities. (2) Chief of Salv Br
to Dir of Sv Instls Div, OQMG, 1 Decc 42, sub:
Analysis of 21 Nov Memo.

57 Under toll contracts, current production scrap
was sold directly to contractors furnishing fabricated
items or materials to the Army.
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tions had eliminated such contracts, it was
unnecessary to continue this confusing
division of responsibility.

This proposal was officially advanced
by The Quartermaster General six months
later, but at that time Headquarters, ASF,
saw no reason to disturb the existing ar-
rangements on salvage responsibilities
since studies concerning the entire salvage
system were in progress.®® These studies
covered not only the disposal of scrap and
surplus property, but also the redistribu-
tion and utilization of materials and
equipment. In order to tighten controls in
these fields, ASF had vested authority for
staff supervision of the disposition of scrap
and surplus property in a new Redistribu-
tion Branch, organized in the Production
Division of the Office of the Director of
Matériel in May 1943. The Director of
Operations, ASF, as before, continued to
exercise staff supervision over reclamation
and maintenance activities.*

These developments culminated in a
final proposal to eliminate overlapping
and duplication of responsibility and to
provide for more effective staff supervision
of salvage activities by transferring all such
responsibility from The Quartermaster
General to the Production Division, ASF.
Despite the objections of General Greg-
ory,’® who expressed concern both over the
possible loss of co-ordination between
Quartermaster reclamation and salvage
activities and over the establishment of a
precedent for assumption of operating
supervision by agencies on the headquar-
ters level, this proposal was put into effect
in August.™

The decision of Headquarters, ASF, was
based on the need to consolidate respon-
sibility for supervision in one agency and
on the view that the salvage function was
one properly charged to the service com-
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mands under direct, but minimum, super-
vision by the ASF Salvage and Redistribu-
tion Branch.”? Back of it, too, was the
record of difficulties encountered in distin-
guishing between staff and operating
responsibilities for salvage and the emer-
gence of new problems that pressed for
settlement. Thus, when General Gregory
had suggested clarification of service com-
mand responsibilities in regard to the flow
of salvage returned from overseas, Head-
quarters, ASF, had undertaken the devel-
opment of administrative procedures for
that purpose on the ground that other
considerations in addition to those of tech-
nical control were involved and that the
operations of many agencies, including the
ports of embarkation and theater organ-
izations, were affected. The Quartermas-
ter General, on the other hand, had
steadily maintained that the matter was
entirely one of operations rather than gen-
eral policy.

The desire of Headquarters, ASF, to re-
organize the arrangements for supervising
salvage activities seems to have been stim-
ulated also by the reports critical of Quar-
termaster administration submitted by
ASF representatives who had made in-
spection trips through the service com-

58 (1) Memo, Col Hamilton, OQMG, for Chief of
Redistr Br, Production Div, ASF, 26 Jun 43, sub:
Consolidation of Authority for Salv Activities. (2)
Memo, Chief of Redistr Br, ASF, for TQMG, 30
Jun 43, same sub. -

8% ASF Cir 35, 28 May 43, sub: Staff Supervision
of Salv and Surplus Prop.

0 Memo, TOMG for CG ASF, 28 Jul 43, sub:
Transfer of Staff Supervision of Salv Activities.

71 (1) ASF Cir 58, 7 Aug 43, sub: Transfer of Staff
Supervision of Salv Activities. (2) This action, of
course, necessitated the formulation of a new regula-
tion, AR 700-25, which was published on 26 April
1944.

2 st Ind, Hq ASF to TQMG, 31 Jul 43, on
Memo, TQMG for CG ASF, 28 Jul 43, sub: Trans-
fer of Staff Supervision of Salv Activities.
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mands during the spring and summer of
1943. Although these inspections were
often conducted hurriedly and without
adequate attention to the causes of condi-
tions observed, they invariably resulted in
vigorous indictment of the activities sur-
veyed.”® Many of these criticisms reflected
conditions that had been aggravated by
inadequate supervision of local activities.
While the criticisms did not take into ac-
count either the inability of The Quarter-
master General to secure the authorization
of necessary supervisory personnel for the
service commands or the limitations
placcd upon direct Quartermaster super-
vision of activities, this omission served
merely to empha51ze the dilemma that had
confronted The Quartermaster General in
supervising an activity over which he had
no adequate means of control but for
which, nevertheless, he had full responsi-
bility. Whether or not the basic difficulties
were resolvable under Quartermaster aus-
pices, it was clear that these, and especially
the duplications and conflicts that had
tended to prevent a solution of any sort,
could no longer be tolerated. From this
standpoint at least, the decision to simplify
organization by consolidating staff respon-
sibilities came as a long overdue measure
of improvement.

When General Gregory expressed ap-
prehension that the transfer of operating
responsibilities for salvage, which were so
closely related to those of reclamation,
would “retard the supply objectives within
the Army, and more especially within the
Army Service Forces,” he was anticipating
problems that might arise.”™ Thus, the
study and improvement of the interrelated
activities of conservation and salvage held
special interest for the QMC. Studies
made by the Quartermaster Board of ar-
ticles received in salvage furnished increas-
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ingly valuable clues to conditions in main-
tenance and supply, along with the utility
of equ1pment demgns and served asa basm
for corrective action by various agencies.™
In addition, the analysis of data on quan-
tities and potentialities of salvage was to
assume increasing importance in supply
computation. For the Corps, moreover,
there was to develop a special need for
close contact with the administration of
salvage activities because of Quartermas-
ter responsibility for civilian supply pro-
curements in support of theater operations.
A large part of these procurements were
estimated and secured from salvage stocks
of clothing and other articles. The QMC
still had vital interests in salvage, though
as a service it had perhaps no particular
claim to responsibility for the activity
other than through the variety of its com-
modity interests and the special experience
of its organization.

Conservation Programs and Command
Responsibilities

A by-product of the clarification and
revision of basic procedures accomplished
during 1943 and 1944 was the clear recog-
nition of, and the stimulus given to, the
vital program for indoctrination of troops
and the implementation of the responsibil-
ities of unit commanders. Early in the war
the OQMG had given consideration to the
development of a broad program of indoc-
trination. The Quartermaster General had

"5 (1) See for example, Memo, ACofS for Opns,
ASF, for TOMG, 15 Apr 43, sub: Insp Rpt of Salv
and Reclm Activities in Third SvC. (2) [1st Ind], Col
Rudolf W. Riefkohl, Third Sv(C, to TQMG, 14
May 43. '

™ Memo, TOMG for CG ASF, 28 Jul 43, sub:
Transfer of Staff Supervision of Salv Activities.

» Rpt, Dir of QM Bd to TQMG, Rpt of the
Quartermaster Board, Camp Lee, Va., 1 Feb 42-30
Jun 44, pp. 110-18.
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called attention to the difficulty that an
unfavorable Army record in the conserva-
tion of essential items, such as food, cloth-
ing, and gasoline, might create in securing
the co-operation of the civilian population
in the prosecution of the war.™

He had suggested initiation throughout
the Army of a “public relations” campaign
to impress upon every individual the need
for conservation. To achieve this end,
slogans, publicity in camp newspapers,
and competitive awards granted to organ-
izations with good conservation records
might be used. He had further proposed
the establishment of a single agency with
comprehensive responsibility for carrying
out this program. Although a broad pro-
gram did not materialize, the OQMG
Salvage Branch had continued to urge the
use of educational programs and publicity
through established channels as the most
effective means of promoting conservation
among the troops.”” At the same time, it
had recognized the limitations of direct
enforcement methods. '

Early in the war unit commanders were
generally dilatory in pursuing their re-
sponsibilities for promoting conservation
activities among their troops and for co-
operating with the supply agencies. At the
same time, local salvage activities were
especially hampered by unclarified ad-
ministrative responsibilities, as well as by
a lack of experience and a shortage of
manpower. Neither the quality nor the ef-
ficiency of service in local repair shops had
improved sufficiently to bring about a
maximum recovery of articles or the full
co-operation of unit commanders in the
reuse of these items and the enforcement
of conservation policies. For the OQMG,
the most complex and difficult problems
were encountered in the issue and utiliza-
tion of items of clothing and equipage, the
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announced policies for which called for
priority to be accorded to the consumption
of used, renovated, and limited-standard
articles.™

Soon after Pearl Harbor basic proce-
dures were modified to the extent that
troop commanders were relieved of the
duty of preparing surveys in the disposi-
tion of equipment. Each station com-
mander was instructed to appoint one or
more local boards of property adjustment,
composed of officers of suitable experience
from the station complement.” They were
authorized to act as surveying officers and
inspectors for all property submitted by
units, to prepare papers at the request of
units, and to take final action for the sta-
tion commander on all papers. At the
same time, the War Department directed
that the amount of evidence supporting
surveys, and all other red tape incident to
this procedure, be reduced to the mini-
mum absolutely necessary to establish facts
in each case.

These modifications led to a simplifica-
tion that was much needed, but many
criticized them because theyv fostered a ne-
glect of the investigative function of the
surveying officer, and, by relieving unit
commanders of the duty of preparing sur-
veys, resulted in deterioration of supply
discipline among troops. Relieving the
troop commanders of a feeling of property
7 Memo, Ist Lt John S. Hayes, OQMG, for WD
Dir of Bureau of Public Rcelations, 14 Feb 42, sub:
Proposed Campaign for Waste Prevention.

“" (1) Ltr, Chief of Salv and Surplus Prop Br,
OQMG, to Chicf of Public Relations Bureau, 13 Apr
42, sub: I'ng Films, Posters, Etc. for Salv Indoctrina-
tion. (2) Charles R. Van Etten, Salv Specialist, 10

Chief of Salv and Surplus Prop Br, OQMG, 21 Feb
42, samc sub.

™ See below,

™ (1) WD Cir 105, 10 Apr 42, sub: Simplified Ac-
counting Procedure for Orgn Prop. (2) WD Cir 403,
15 Decc 42, same sub. (3) WD Cir 170, 24 Jul 43,
same sub.
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responsibility was deemed a primary cause
of excess consumption and loss of supplies
by troops in training.*’

As the difficulties in supply-command
administration of conservation were stud-
ied, increasing emphasis was placed upon
the development of an adequate sense of
property respon51b1hty or “supply con-
sciousness”” among troops. No real solution
to the problem of relations between troop
commanders and supply agencies could be
found as long as command indoctrination
remained inadequate. To foster supply
consciousness among the troops, the ASF
initiated an Army Conservation Program
late in 1943 following the redefinition and
reorganization of salvage and conservation
activities.”'

It employed the same techniques as the
earlier Quartermaster conservation pro-
gram. The ASF directed the technical
services to provide field commanders with
various materials or projects to be used for
educating and indoctrinating the troops in
the need for and the objectives of conser-
vation. It further directed them to engage
in extensive publicity efforts in installa-
tions directly under their jurisdiction.
While the objectwes were phrased mainly
in terms of action within troop organiza-
tions, the program also called for maxi-
mum participation by the technical serv-
ices and improvement of their functions in
assisting troops in the conservation of
equipment.

A proposal in the summer of 1944 to re-
turn to troop commanders the processing
of survey reports in order to emphasize
supply discipline was rejected as unsound
and inconsistent with the purpose under-
lying the formation of the ASF—that of
providing service to free the other two
commands from as much of the adminis-
trative and supply burden as possible.**
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Nevertheless, the full responsibility of
commanders for control of their units did
receive more and more recognition. As a
result, advocates of the development of
command consciousness and supply dis-
cipline through the use of surveys even-
tually won their point. Supply officers and
classification officers receiving unservice-
able property from troop units were in-
structed to “‘accept as correct” the basis
of turn-in on all occasions, regardless of
the circumstances or the cendition of
property in question. Thenceforth the
proper procedure, in cases where certifica-
tion of “fair wear and tear’ was suspect or
when issue of new articles was not con-
sidered to be justified, was for the local
quartermaster, through the station com-
mander, to bring pertinent facts to the
attention of the organization commander,
who had full responsibility for initiating
surveys or other necessary measures.®*
Some divisions of the OQMG were
critical of this major change in policy,
fearmg that 1t would provnde a means for
promlscuous turning in of property by
units” in the zone of interior in the same
manner that supplies were turned in by
alerted organizations.** The OQMG con-
curred in the change nonetheless, for it be-
lieved that this policy, based on the integ-

* Min of Conf of CGs of SvCs, Ft. Leonard Wood,
Mo., 27-29 Jul 44, pp. F13-14.

SU(1) Memo, Deputy Dir of Opns, ASF, for
TQMG. 18 Aug 43, sub: SOP for Promulgation of
Army Conserv Indoctrination Program. (2) The
program was not officially initiated until October.
WD Cir 240, Sec. V, 4 Oct 43, sub: Army Conserv
Program.

>* Min of Conf of CGs of SvCs, Ft. I.eonard Wood,
Mo., 27-29 Jul 44, F13-14.

~TM 38-403, 1 Aug 44, sub: Station Sup Pro-
cedure.

* (1) Col Hamilton to C&E Br, S&D Div, OQMG.
21 Aug 44, sub: Proposed Revision of AR 615.40. (2)
Chief of Stock Control Br, $&D Div, to DQMG for
Sup Plng and Opns, 26 Aug 44, same sub.
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rity and honesty of all officers of the Army,
was a rational approach to the problem of
accountability and responsibility.** The
importance of this policy trend on com-
mand responsibility is emphasized by the
fact that the new procedure was adopted
in conjunction with a general review of
procedures for handling separations of
personnel from the Army and in anticipa-
tion of the problems incident to processing
property turn-ins and personnel separa-
tions during demobilization.®®

Quartermaster Salvage Program

By the time Headquarters, ASF, as-
sumed the supervision of general Army
salvage in the summer of 1943, the QMC,
which had administered a salvage pro-
gram since World War I, had developed a
system that compared favorably with simi-
lar civilian efforts in preserving and sal-
vaging materials for essential uses. As
early as July 1941, The Quartermaster
General inaugurated a broad program of
conservation and reclamation of vitally
needed materials. Communications to the
field issued by the Salvage, Reclamation,
and Surplus Property Branch of the
OQMG or by higher authority at its in-
stigation emphasized the contribution that
the Army could make to its own supply ef-
forts by the reuse of materials, and the
savings that would result from salvaging
materials for industrial use. Regular col-
lection of certain materials, ordinarily dis-
carded in peacetime, was initiated. These
included waste paper, glass, greases, con-
tainers, burlap, and other materials that
early showed signs of becoming critical.
The problem of salvaging tin cans for de-
tinning purposes was also studied in order
to overcome certain obstacles, such as un-
favorable freight rates.®” When the Japa-
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nese struck in December 1941, the salvage
of most basic materials was well under
way.

In addition to collection of scrap accu-
mulating from the training and mainte-
nance of troops and from operations at the
various manufacturing establishments, a
clean-up campaign was undertaken. All
metal items that were no longer of use on
posts were turned in to salvage and sent
through channels of industry to mills for
remelting and refabrication. Such accu-
mulations of “junk” on Army.reservations
had been augmented by the prewar lack
of markets for scrap materials and the ban
placed upon its sale to avoid glutting
available markets.*® These accumulations
had also grown larger through the proc-
essing of nonstandard, used, and other-
wise deteriorated stocks available from
war reserves or received from military and
government agencies, such as the National
Guard, the Citizens’ Military Training
Camps (CMTC), and the Civilian Con-
servation Corps (CCC), whose activities
were suspended or discontinued because of
the war. The largest transfers of material
were made by the CCC. As a result of the

T [ 1st Iﬁd], Brig Gen Herman Feldman, DQMG

for Sup Plng and Opns, to CG ASF, 29 Aug 44. Sec
also attached memo for record.

*6 [3d Ind], Dir of Control Div, ASF, to TQMG,
15 Jul 44, sub: Changes to AR 35-6560 and AR
615-40. (2) [5th Ind], Dir of Control Div, ASF, to
TQMG, 10 Aug 44, same sub. (3) [7th Ind], Dir of
Control Div, ASF, to TQMG, 28 Aug 44, same sub.

$7(1) OQMG Cir Letr 204, 13 Aug 41, sub: Con-
serv of Metal Parts of Personal Equip. (2) OQMG
Cir Ltr 253, 29 Scp 41, sub: Conserv of Packing Ma-
terials. {3) Ltr, Col Falkenau, OQMG, 1o QM Third
CA, 21 Jul 41, sub: Sale of Tin Cans. (4) Litr,
Falkenau to Dir of Sv Instls Div, OQMG, 3 Aug 42,
sub: Annual Rpt.

*¥ (1) Memo, TQMG for ASW, 12 Jan 38, sub:
Sale of Scrap Iron and Steel. (2) Memo, ASW for
TOMG et af., 8 Mar 38, no sub. (3) Mcmo, ASW
for TOQMG, 2 Nov 40, sub: Recision of Memo of 8
Mar 38.
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SALVAGE TIN DUMP, Camp Davis, N. C.

clean-up campaign, old guns, war relics of
all types, old rails, and many other items
found their way from Army posts to the
scrap heap for conversion into modern
weapons of war.

Shortly after Pearl Harbor the first of
several comprehensive directives was
issued, calling attention to the tremendous
production burden being placed upon the
country’s industries and the resultant
-shortage of scrap metal and other mate-
rial.®® Post commanders were ordered to
take immediate steps to survey their in-
stallations for material and to speed the
processing and sale of material to civilian
scrap dealers. Particular reference was
made to the salvaging of scrap metals and

scrap rubber, which was then and con-
tinued for some time to be of special
interest to the public.

While carrying out its own collection
program for scrap metals, the Army also
co-operated in the civilian scrap drive.
Before Pearl Harbor there had been no
pressure for a national campaign to collect
salvage materials. Once it was revealed
that a real scrap famine threatened unless
extraordinary measures were taken, such a
campaign was instituted by the WPB
early in January 1942. Several months
were required for the program to get into

5 Ltr, TAG to all WD Agencies and Army Com -

mands, 7 Jan 42, sub: Handling of Salv Activities,
AG 400.74 Ft. Knox (12-10-41) MO-D-M.
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full swing and for special arrangements to
be concluded for Army installations to
handle civilian scrap. In many remote
areas where transportation was not avail-
able and there were no local scrap dealers,
Army facilities provided the only means
by which accumulations of civilian scrap
could be returned to industry. As a gen-
eral rule, delivery of civilian scrap to mili-
tary installations from concentration points
was undertaken by the Army only in those
cases where local committees were unable
to consummate sales to dealers or to make
delivery to the nearest military establish-
ment.”® A procedure was developed where-
by Army officers inspected reported accu-
mulations that could not be disposed of
through regular channels to insure that
their movement to an Army installation
was necessary or advantageous. Repre-
sentatives of the OQMG Salvage Branch
worked closely with WPB officials, who
eventually adopted and applied to their
civilian drive several features of the Army
salvage system, particularly those in refer-
ence to the segregation and preparation of
materials.”’

The effect of the national program was
to intensify the Army’s own house-clean-
ing drive at all posts and abandoned sta-
tions. Not only had very few stations been
put in order, but the constant accumula-
tion of current scrap threatened to swamp
local salvage facilities unless this and the
backlog were cleaned up rapidly. Late in
the summer of 1942, the Secretary of War
ordered that “immediate and positive
action be taken by all concerned to inten-
sify the salvage and conservation pro-
gram.” ** This order resulted in the segre-
gation of an enormous amount of scrap,
surplus, and salvage materials at posts,
camps, and stations. Inspectors general
were instructed to pay particular attention
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to getting these materials into industrial
channels quickly and efliciently.””

Facilities and Labor

The increased activity caused by the
clean-up campaign and co-operation with
civilian programs aggravated difficulties
experienced in the acquisition of suitable
storage facilities, equipment, and labor for
salvage operations. While open storage
space was satisfactory for many materials,
regular warehouse space was needed for
those which deteriorated if exposed to the
weather. The segregation and proper stor-
age of salvage involved problems similar
to those in the warehousing of regular
merchandise. Adequate space for salvage
had to be provided at camps, unsatisfac-
tory storage conditions had to be cor-
rected, and information had to be fur-
nished on the best methods of warehousing
salvage materials.” Furthermore, a cer-
tain amount of equipment for handling
salvage was needed at most Army installa-
tions. The Salvage Branch, OQMG, au-
thorized the supply of all baling and other
~  Far policy see (1) AGO Memo $30-4-42, 18 Sep
42, sub: Co-operation with Civilian Scrap Collecting
Agencies. (2) AGO Memo S30-14-43, 6 Apr 43, sub:
Policy Relating to Domestic Salv.

"1 (1) Charles Van Etten to Col Falkenau, OQMG,
31 Aug 42, sub: Household Salvaging of Critical Ma-
terials. (2) Ltr, Van Etten to Raleigh K. White, Chief
of General Salv Sec, WPB, 31 Oct 42, no sub.

" (1) AGO Memo W30-2-42, 31 Aug 42, sub: In-
tensification of Conserv and Salv Program. (2)" Min
of Salv and Reclm Conf, pp. 6-7.

* (1) AGO Memo W20-1-42, 4 Sep 42, sub: Insp
and Rpt of Salv. (2) Sce Sgt Herbert E. French,
“Salvage Collcction at an Army Training Center,”
OMR, XXII (November-December 1942), 4243,
126-27.

# (1) TQMG to Chief of Constr Div, OQMG, 30
Jun 41, no sub. (2) Col Falkenau to Lt Col Kenney
J. Brunsvold, OQMG, 28 Jul 42, sub: Draft of Salv
Procedure.
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special equipment, such as bulldozers,
power shears, platform scales, crane mag-
nets, and conveyors, only when the volume
of materials handled justified the outlay
and service could not be secured other-
wise. It was the fixed policy of the branch
to require contractors, where feasible, to
install their own handling equipment or to
move the material to their yards for prepa-
ration."®

By keeping preparation of materials at
Army installations to the minimum con-
sistent with the realization of adequate re-
turns from sales and the efficient, indus-
trial utilization of materials, the Salvage
Branch was able to minimize the labor
problem in salvage operations. As the
campaign to clean up Army reservations
was intensified, special measures were
needed to insure a supply of labor to in-
stallations, but a proposal to draw up
Tables of Organization for salvage com-
panies to be used at posts, camps, and sta-
tions to gather, collect, and dispose of
waste materials was rejected upon the in-
sistence of the Salvage Branch. According
to the branch their usc “would offer no
substantial advantage over the existing
systemn of handling salvage at posts largely
with civilian employees’ and would “sac-
rifice the great flexibility and adaptability
of personnel to local requirements af-
forded by the present system.” ** As short-
ages of civilian labor became acute, how-
ever, many installations had to assign en-
listed men attached to the overhead
organizations at posts, camps, and stations
to salvage duties, and in a few instances
the use of special organizations was ap-
proved. In time, more and more prisoner-
of-war labor was used for sorting large ac-
cumulations of unserviceable clothing,
shoes, and other Quartermaster equip-
ment before its reclamation or disposal.
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Reclamation and Utilization

One of the functions of salvage opera-
tions was to insure the maximum utiliza-
tion within the Army not only of equip-
ment no longer serviceable in its designed
form, although valuable for other pur-
poses, but also of scrap and waste mate-
rials useful in its machine shops and other
installations. No brief discussion can give
an adequate or comprehensive description
of the Army’s conversion of salvaged items
to substitute uses and within-service utili-
zation of scrap and waste products.

Regulations required the salvage officer
to examine all material received to deter-
mine whether it could be repaired, re-
claimed, and returned to stock, or could be
utilized in some other form or for some
other purpose by the QMC or other sup-
ply services. Wiping rags, for example,
werc In constant demand at machine
shops and garages. Torn flour sacks could
be used in kitchens and scrap lumber in
packing, crating, and for dunnage. Before
disposing of accumulations of such mate-
rials, the salvage officer was further re-
quired to notify local representatives of
other supply scrvices in order to afford
them an opportunity to examine and
make application for the transfer of any
materials they could utilize."” Like other
supply services, the QMC reprocessed a
part of its industrial scrap salvaged at
posts, camps, and stations in its own
manufacturing installations, as, for exam-
ple, at the Jeffersonville Depot where

*> See Ltr, Col Falkenau, OQMG, to Seventh CA,
27 Oct 41, no sub.

* (1) TQMG to Brig Gen Clifford L. Corbin,
OQMG, 25 Nov 41, no sub. (2) Memo, TQMG for
TAG, 10 Dec 41, sub: Salv.

“T AR 30-2145, par. 16, 2 Sep 42, sub: QMC—
Unscrviceable Prop Including Waste Materials.
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scrap metals were used for the production
of hardware and similar items.

The OQMG Salvage Branch encour-
aged local salvage and shop officers to use
ingenuity in devising methods of utilizing
materials. Many specific proposals were
circularized, such as the suggestions that
5-gallon oil cans and other metal con-
tainers turned in to salvage be converted
into metal pails for fire protection and
other purposes, and that unserviceable
blankets, pads, and mattresses be used on
rifle ranges.”® In some cases field installa-
tions developed methods of converting
materials that promised to become perma-
nent, profitable enterprises. For example,
the Jeffersonville Depot, which had been
accumulating great quantities of corru-
gated board from old cartons in the course
of repacking operations, developed a meth-
od for shredding it. The resultant product,
it was claimed, possessed considerable
superiority over excelsior, since it con-
tained little moisture and was very
resilient.””

Disposal of Salvage Other Than by Sale

The salvage officer had other alterna-
tives in disposing of articles besides that of
sale to regular commercial and industrial
agencies. The shipment to manufacturers
of old articles to be exchanged for new
ones of identical or like design, under the
direction and supervision of the chief of
service concerned, continued to be per-
missible under certain conditions.**® Ex-
change had long been used, under specific
authorization by Congress, not only to
effect the familiar trade-in of motor ve-
hicles, engines, parts, and similar items,
but also from time to time to secure re-
placement of typewriters and other office
equipment, sewing machines and other
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machinery in factories, and fired cartridge
and’ shell cases for which manufacturers
had an established practice permitting ex-
change. In the QMC this practice was
confined to the exchange of old typewriters
for new, but this became inconsequential
during the war because of the restrictions
imposed upon their manufacture.'”
Another alternative open to the salvage
officer was that of donating property for
use in vocational training. During its ex-
istence, the National Youth Administra-
tion (NYA) was the principal agency with
which the OQMG collaborated in making
its salvage available for this purpose. When
the ASF assumed responsibility for the
supervision of salvage, it continued the
program of donating such property, with-
out reimbursement except for the costs of
packing, handling, and transportation, to
schools for use in vocational training. The
policy was further broadened to permit
the. transfer of any type of salvage to a
charitable or tax-supported institution
upon the approval of the Commanding

General, ASF.'%*

Disposal of Salvage by Sale

In addition to the reclamation and
utilization of equipment no longer service-
able in its original form but valuable none-
theless, the function of salvage involved

98 Col Hamilton, Chief of Sv Instls Div, to GAS Div,
OOQMG, 4 Jul 42, sub: Ltr of Info.

» Rpt, Col Falkenau to TQMG, Mar 43, sub: Insp
of Activities at JQMD.

100 AR 30-2143, par. 17, 2 Sep 42, sub: QMC—
Unserviceable Prop, Including Waste Materials.

101 15t Ind, Col Francis H. Pope, OQMG, to
OUSW, 9 Jul 41, on Memo, OUSW for TQMG, |
Jul 41, sub: Filing with GAO Contracts Involving
Exchange.

102 (1) Ltr, TAG to Chiefs of Sup Arms and Svs
el al., 10 Nov 38, sub: Transfer of Supplies and
Equip to NYA, AG 400.703 (11-9-38) (Misc) D-M.
{2) PR 7, par. 743.
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two other phases. Strictly speaking, these
comprised the disposal process and in-
volved installing controls for segregating
and making available for absorption by
the war-starved civilian economy items
that had utility for nonmilitary purposes.
It also involved the disposal of scrap and
waste materials for reprocessing by indus-
trial agencies that had priority in essential
uses. This disposal process required the
application of many special techniques in
the preparation and marketing of mate-
rials. The industrial utility of scrap and
waste and financial returns from their sale
were in general determined by careful
preparation and segregation of materials
according to a list prepared by the
OQMG, which conformed as nearly as
possible to OPA classifications and those
used in the waste material industry.’*® The
Army usually accomplished only primary
segregation, leaving the final preparation
to qualified and equipped trade agencies.
Marketing of both second-hand and waste
materials was a complex undertaking for
the salvage officer, requiring dealings with
an industry characterized by the opera-
tions of large numbers of dealers, including
numerous small and marginal firms, many
of whom engaged in competitive and sharp
trade practices.

Procedures for the sale of salvage mate-
rials at Army field installations underwent
some changes analogous to those that oc-
curred in procurement operations. There
was a gradual move toward negotiation of
sales in lieu of the formal, sealed bid pro-
cedure of peacetime.!** This was necessi-
tated not only by the need for dispatch in
processing salvage but also by the advent
of WPB allocations, the automatic sale of
many materials at ceiling prices, and the
special, fixed methods and machinery for
disposing of certain critical materials.

31

Negotiation contributed to the successful
prosecution of the war because it permitted
awards to be made to those producers of
war materials who were in the greatest
need of scrap, and also—in the interest of
conserving transportation and gasoline, oil,
and rubber—it allowed contracts covering
entire lots of materials to be made to single
bidders who were the highest bidders on a
majority of items although low on a few of
them.'

The general use of negotiation was
authorized in the spring of 1942, based on
the assumption that the First War Powers
Act of 1941 gave the Secretary of War full
power to authorize the use of negotiation
in making war contracts. Later, it was de-
cided that reference to this act was inap-
propriate, since it affected only contracts
for procurement of supplies and services
whereas other statutes governed disposal
of property. As a result of this misunder-
standing with respect to the legal basis for
sales of property, there was some disagree-
ment as to whether various contract provi-
sions required by public contract law were
applicable to sales. The Salvage Branch,
OQMG, believed that procurement regu-
lations should not be applied to sales,
although some provisions could be used,
when appropriate, as a matter of policy.
This view prevailed and a provision was
inserted in the Quartermaster Supplement
to the Procurement Regulations that these
regulations would not apply tosales except

103 OQMG Cir 1-8, 23 Feb 40, sub: Condemned
Prop and Waste Material. This circular was revised
on 10 December 1942.

104 (1) Ltr, Col Hamilton, OQMG, to Dir of Pro-
curement and Distr Div, SOS, 17 Apr 42, sub: Au-
thority for Negotiated Sale of Salv Prop. (2) PR 18-T,
19 May 42. (3) AR 30-2145, par. 21, 2 Sep 42, sub:
QMC—Unserviceable Prop, Including Waste Mate-
rial.

15 Min of Salv and Reclm Conf, p. 71.
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where specific reference was made to sales
contracts.'®®

The negotiation of sales required a
fifteen-day advertising period to permit
waste-material dealers who served posts in
outlying areas to determine current market
conditions and market values of materials
before submitting bids. This policy, which
was designed to meet the over-all require-
ments, was modified by the increasingly
extensive use of spot negotiation. By the
fall of 1942 the demand of steel mills for
scrap iron and steel had become so press-
ing as to require the immediate movement
of all large accumulations of such scrap.
The use of spot negotiation was therefore
first authorized in the sale of these mate-
rials.'*” The OQMG delegated power to
the service commands to authorize sales of
scrap iron and steel by spot negotiation in
specific instances at posts where substantial
quantities had been collected. Such sales
were consummated without the normal
fifteen-day waiting period, either by nego-
tiation with a responsible dealer at the
ceiling price or after competitive bids had
been obtained from not less than three
scrap metal dealers on an informal, oral
basis. Shortly after the OQMG took this
action, it broadened the authority to in-
clude all salvage material in view of the
increasing demand for it.!** This expanded
authority was not intended as a blanket
authorization but was only for use in spe-
cific instances when conditions rendered
-such negotiation absolutely necessary. In
all other cases, the Salvage Branch felt
that the normal procedure of negotiation
would furnish the most rapid return of
materials to industry through established
channels of trade.

In disposing of waste materials, the
Army entered into two kinds of contracts—
an agreement covering the sale of definite
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quantities of materials marketed at a spe-
cific time, and indefinite-quantity con-
tracts calling for the successful bidder to
purchase and usually remove all of one or
more categories of waste made available
by the Army at its installations over a con-
siderable period of time. During peacetime
the average post had used only one type of
indefinite-quantity contract, which pro-
vided for the removal of all kitchen waste
and of dead animals. After 1940 the va-
riety of materials that could be disposed
of by this method increased rapidly. They
included-—besides food waste suitable for
animal feeding-—bones, fat, grease, egg
crates, waste paper, wooden fruit con-
tainers, tin cans, glassware, and other con-
tainers.'”” In addition, there were many
special situations in which the indefinite-
quantity contract was used. Such contracts
were made whenever agreements were
concluded with government agencies or
private concerns for the absorption of the
total or area output of the Army in certain
materials. They were also entered into
when dealers refused to negotiate for small
quantities of scrap metals that were rela-
tively inaccessible or that could be re-
claimed only at great expense, or they
were used to cover the removal of scrap
from such large, inaccessible areas as
Alaska.'”

'* This problem was discussed at the salvage and
reclamation conference in the fall of 1942, at which
time the chief of the Salvage Branch indicated that
Procurement Regulation 7 was in the process of
being rewritten. Min of Salv and Reclm Conf, p. 76,
remarks of Col Falkenau.

"7 Ltr, Col Falkenau, OQMG, to CG First SvC,
8 Sep 42, sub: Expediting of Sales of Scrap Metal.

% Ltr, Col Falkenau to CG First SvC, 27 Cect 42,
sub: Expediting of Salv Sales.

e (1) WD Cir 116, Sec. I11, 18 Jun 41, sub: Dis-
posal of Waste. (2) AR 30-2145, par. 6.

110 [1st Ind], Col Falkenau, OQMG, 1o Scattle
POE, 26 Mar 42, no sub.
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Since indefinite-quantity contracts were
made on a vearly basis or for shorter pe-
riods of time, they created a governmental
obligation that lasted for many months.
The control exercised by the OQMG over
these contracts was therefore a matter of
considerable importance and ran counter
to the decentralization advocated by the
ASF. When, in the spring of 1942, the
Salvage Branch, OQMG, found that in-
definite-quantity contracts were being
closed at figures far below those which
should have been obtained, it instructed
the ficld to submit all such contracts cover-
ing a period of more than three months,
together with an abstract of bids, to the
OOMG for approval before execution.'"’!

In answer to ASF criticism of this policy,
The Quartermaster General pointed out
that the disposal of waste materials was in
no sense parallel to the procurement of
Army supplies, which was decentralized to
the field. Disposal was carried on by a rela-
tively large numbecr of installations, and,
unlike procuring depots, they were not
under the direct supervision of the OQMG.
In contrast to the procurement of supplies
of standard quality on more or less rigid
specifications, the disposal of waste mate-
rials involved dealing with a mass of mate-
rials far from uniform in quality, constantly
changing in character, and marketed
under conditions that {luctuated and
varied widely from area to area. Under
these conditions, the average post salvage
officer had neither the information nor the
cxperience to make proper term contracts,
nor was it possible for the Salvage Branch
to follow the normal procedure of issuing
instructions sufficiently applicable to all
situations to guide the exercise of local
discretion.'"”

Headquarters, ASF, was willing to
admit the existence of conditions justifying
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expert review of contracts, but it took issue
with arguments against the feasibility of
decentralization. Until qualified personnel
became available in the field, however, it
permitted OQMG instructions to remain
in effect.'” In the meantime, the Salvage
Branch modified its policy to the extent of
exempting certain indefinite-quantity con-
tracts from OQMG approval.''' Greater
decentralization occurred after the transfer
of salvage responsibility to Headquarters,
ASF.

In order to promote co-operation with
dealers and to expedite the sale of mate-
rials, local salvage officers were allowed in
many cases to mitigate the rigid legal re-
quirements of both the bidding and con-
tractual procedure. In response to pressure
to discontinue altogether the requirement
of deposit or bond, the Salvage Branch
indicated that, even though a sale was
usually viewed as a purchase in reverse,
procurement regulations did not apply. If
deposits were not required, it could be
assumed that somc waste dealers, bccause
of their manner of operating, would bid on
materials in order to secure supplies for

111 (1) Ltr, Col Falkenau to QM Second CA. 15
May 42, sub: Indefinite Quantity Contracts for Sale
of Salv and Waste Materials. (2) Lir, Falkenau to CG
First SvC. 8 Mar 43, same sub.

112 (1) Memo, Chief of Salv and Reclm Br, SOS,
for TQMG, 18 Mar 42, sub: Indefinite Quantity
Contracts for Sale of Salv and Waste Materials, (2)
Memo. Col Hamilton, OQMG, for ACofS for Opns,
ASF, 24 Mar 43, same sub.

' Memo, Maj Gen LeRoy Lutes, ACofS for Opns,
ASF, for TQMG, 2 Apr 43, sub: Indefinite Quantity
Contracts for Sale of Salv and Waste Materials.

""" These contracts covered arrangements for the
disposal of tin cans, egg crates, and agricultural con-
tainers, and, later, for the disposal of food waste and
waste paper if sold at prices within prescribed limits,
and scrap lumber, glass and glassware, and any other
item when sold at the maximum price permitted by
OPA. Lir, Col Falkenau, OQMG, to CG Sccond SvC,
21 May 43, sub: Indefinite Quantity Contracts for
Sale of Salv and Waste Materials.
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sale but would remove only that portion for
which they could find a ready market or
which they could sell at a profit. This
would result in a high ratio of nonperform-
ance on contracts.''® In most respects the
Salvage Branch endeavored to secure full
compliance with and performance under
contracts.

The necessity of using marginal outlets
for salvage created a problem of prevent-
ing irregularities in the administration of
local sales. Ignorance of marketing condi-
tions and methods on the part of untrained
salvage officers in specific instances resulted
in the sale of considerable quantities of
goods that should not have been salvaged,
and in loss to the government through
marketing of articles in improper classifi-
cations and at low prices. During the early
cmergency and first year of war especially,
there were serious difficulties of this sort to
be overcome. '

The general policies with respect to dis-
posal of usable articles as distinct from
scrap and waste were open to various in-
terpretations, for there was an element of
contradiction present. While urging that
full use be extracted from every article of
supply and equipment before its discard in
salvage, official publications at the same
time required that, as an aid to the civilian
economy, articles be sold in their original
form whenever possible under the descrip-
tion “unserviceable for Army use.” The
interplay of these two policies had mixed
effects. In some cases of critical shortage, it
resulted in articles being used or worn be-
yond possible reclamation, but in other
cases, it resulted in the availability of rela-
tively large quantities of usable items for
sale, as for example, when combat stand-
ards prevented the use of deteriorated
equipment. Before the demands of over-
seas civilian relief absorbed a large part of
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the discard of the Army, substantial quan-
tities of salvaged clothing and other articles
were sold intact to dealers, who showed
great ingenuity in reclaiming them for sale
on the civilian market. However, the mis-
leading advertisements of some second-
hand dealers brought unfavorable pub-
licity to the Army by claiming that articles
were “new’’ or “perfect’” when in fact they
were specially fabricated garments similar
to but not Army goods.''"

Regulations urged the exercise of special
caution to prevent the placing of new
articles in salvage, either through fraud
and collusion or inadvertence.''® The pos-
sibility of collusion was to be guarded
against particularly where abnormally low
bids were made in salvage sales, but collu-
sion among bidders was naturally hard to
detect. Low prices bid and received were
most often due to the inexperience of sal-
vage officers, who were ignorant of market
possibilities and who were, in some cases,
imposed upon by dealers though not nec-
essarily under circumstances of collusion.
Eventually salvage officers were given
standard instructions to suspend sales when
prices offered were not in line with market
conditions or when evidence of collusion
existed, and to forward a statement of
reasons for the action to the OQMG.""*

Special precautions were taken against
other dishonest practices of contractors,
' Min of Salv and Reclm Conf, p. 72.

W5 In July 1942, for example, an investigation of
the eastern market in salvaged Army clothing re-
vealed that a number of large dealers were carrying
on a thriving business in the sale of new and repaired
garments bought as “rags.” Rpt, Loyola M. Coyne to
TOMG, 23~26 Jul 42, Insp Rpt of QM Activities in
NY Area.

117 (1) Chief of Sv Instls Div to Congressional Br,
General Sy Div, OQMG, 17 Jun 42, sub: Communi-
cation from Representative John Taber. (2) Rpt
cited above, n. 116.

' AR 30-2145, par. 22.
1" TM 38-303, par. 56.
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and spot checks of contract performance
were urged, especially for dealers in food
waste. The most common practices en-
countered were the use of trucks with false
bottoms or weighted trucks used only on
first runs, and the removal of containers of
cooked grease topped with trap grease,
which was of lesser value. When dealers
were discovered engaging in such practices,
they were penalized by being placed on the
official list of debarred bidders, but for
such action to be taken it was necessary
that there be evidence of fraud or at-
tempted fraud against the government.'*"

Impact of WPB and OPA Controls

WPB allocation and limitation orders
and OPA price ceilings had their impact
on the QMC salvage program just as they
did on Quartermaster procurement of
supplies. It was Army policy to sell mate-
rials through regular trade channels as the
most economical and efficient method of
securing the proper utilization of scrap and
waste. The great mass of unprepared
materials could be handled only by dealers.
In the case of iron and steel scrap, most
large consumers placed their orders for
scrap through scrap brokers who were able
to arrange for the necessary preparation of
the scrap as well as to guarantee its supply
by dealers and broker-dealers.

Not all waste materials, however, were
handled by regular dealers. Materials
offered for sale could be bid for by any re-
sponsible dealer or consumer, and mate-
rials suitable for direct consumption were
frequently sold to mills and other con-
sumers. For the most part only large
quantities of industrial scrap and com-
pletely segregated dormant scrap were
suitable for direct consumption. More and
more of these materials became subject to
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direct allocation orders as the WPB ex-
tended its controls over the consumption
of scrap and waste in 1942. Under these
orders, sales directly to the designated con-
sumer or his agent were automatically
negotiated by the salvage officer, usually
at ceiling prices.'*!

Salvage officers were directed to report
large accumulations of scrap to the WPB,
or the nearest regional office, to enable it
to control the movement of scrap by allo-
cations. The original intention was to ar-
range formal clearances with the WPB
only in respect to materials suitable for
direct allocation to consumers, with the
local salvage officer specifically required
to request the issue of an allocation order.
Because of the ambiguity of early direc-
tives, many officers were under the im-
pression that they were required to secure
clearance from WPB regional offices for all
sales of scrap. In the case of allocated sales
this caused particular confusion and-delay,
since allocation orders were issued only by
the central office of WPB. Later directives
to salvage officers emphasized that the
WPB regional offices functioned only to
render advice and assistance to Army
installations, although they were avail-
able for consultation on any sale. Large
accumulations of waste were reported to
the service command headquarters, which
transmitted the report through the
OOMG to the WPB i1n Washington.'**
Consultation between the QMC and the
WPB on mutual problems in regard to the
marketing of materials was necessarily fre-
quent and close.

It was the policy of the War Depart-

Sep 42, no sub.

121 Min of Salv and Reclm Conf, p. 75.

122 (1) Ibid., p. 71. (2) OQMG Cir Lir 412, 18 Nov
42, sub: Salv Procedure.
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ment to co-operate with the Office of Price
Administration and Civilian Supply
(OPACS), later the OPA, in its price stabi-
lization program. Because shortages of
certain materials necessitated the imposi-
tion of ceilings, the impact of pricing prob-
lems on sales of scrap and waste was felt
very early in the emergency. By April 1941
Army installations had been instructed to
reject bids in excess of ceiling prices.'**

The administration of price policies and
regulations was a difficult matter for sal-
vage officers and continued to be so even
after the Army was relieved of part of its
burden. The large number of items that
were sold and the numerous maximum
price regulations that were applicable im-
posed an undue and unwarranted admin-
istrative burden on salvage officers. This
would have been true even if the salvage
personnel at Army installations had re-
mained more or less constant instead of
undergoing a rapid turnover. The neces-
sity of applying price ceilings complicated
and slowed the work of local salvage of-
ficers. They were apt to hold up sales until
satisfied by higher authority that the ceil-
ing price was being correctly applied. But
any delay in sales meant a delay in the
flow of salvaged property into civilian
channels. The OQMG therefore sought to
simplify the problems of the salvage officer
by seeking agreements with the OPA that
would relieve him of the necessity of study-
ing and digesting OPA’s various price
regulations.

Early difficulties centered around the
application of ceilings in the sale of unpre-
pared mixed iron and steel scrap, which
involved an extremely intricate computa-
tion. To alleviate this situation an agree-
ment was made with OPACS permitting
the sale of iron and steel scrap without
reference to established price ceilings, but
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the successful bidder had to execute an af-
fidavit of adherence to the OPACS sched-
ule of maximum prices for such scrap.’*’

This trend was continued when the
General Maximum Price Regulation was
issued early in 1942, for OPA amended the
regulation to exempt from its application
all used, damaged, and waste materials
sold by the War and Navy Departments.***
While this action freed salvage officers
from price restrictions in the sale of most
miscellaneous materials, the exemption
did not extend to specific price schedules
OPA had issued in the case of the most im-
portant scrap materials. This left the sit-
uaticn with respect to Army enforcement
of the regulations precisely where it had
been before the General Maximum Price
Regulation was issued. As a result of con-
ferences between representatives of the
OOQMG and the OPA, policy was modified
to the extent of relieving the Army of the
responsibility of policing OPA price ceil-
ings in salvage sales. Salvage officers were
no longer required even to check price
ceilings except in the case of sales to con-
sumers. This was accomplished by extend-
ing the use of the dealers and consumers’
affidavits to the sale of all scrap and waste
materials except industrial scrap.'”® In
order that OPA might itself police the ap-
plication of thesc ceilings, copies of Army
salvage contracts were madc available to
that agency.

The QMC viewed these arrangements

2% Procurement Cir 27, 10 Apr 41.

#+ (1) Ltr, Col Falkenau to OPACS, 7 Jul 41, sub:
Sale of Iron and Steel Scrap. (2) OQMG Cir Ltr 141,
9 Jul 41, sub: Sale of Waste Matcrials.

125 Amendment 8 to OPA Supplementary Regula-
tion 1.

145 (1) Chief of Sv Instls Div to Dir of Procurement
Div, OQMG, 8 Jul 42, sub: OPA Ltr 2262: FW. (2)
Ltr, Leon Henderson, OPA Administrator, to
TQMG, n. d., no sub. (3) OQMG Cir Lir 316, 31
Jul 41, sub: Sale of Waste Matcrials.
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as granting it full administrative relief ex-
cept for the necessity of checking sales to
consumers. Several months later the OPA
took exception to the broad interpretation
that the War Department was applying,
and a lengthy discussion ensued. No
change in military policy resulted, since by
amendment the OPA extended the use of
affidavits to sales of industrial scrap as well
as to most used, damaged, and waste ma-
terials.'”” The cumulative effect of these
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exemptions was to relieve the War Depart-
ment of compliance with all price controls,
except in certain minor instances, in its
sale of scrap and waste materials.

127 (1) Memo, Col Kates, Chief of Salv and Reclm

Br, Distr Div, SOS, for TOMG, 23 Jan 43, sub:
Amendment to OQMG Cir Ltr 316. (2) 1st Ind, Col
Falkenau, OQMG, to Distr Div, SOS, 2 Feb 43, on
same memo. (3) Lir, Falkenau to J. Phillip Wernette,
OPA, 21 May 43, sub: Exemption of Salv Sales to
Dealers. (4) Ltr, OPA to Falkenau, OQMG, 28 Jun
43, no sub.



CHAPTER 11

Reclamation and Conservation

Activities

At the time of Pearl Harbor, salvage op-
erations of the Quartermaster Corps em-
braced much more than the collection and
disposal of scrap and waste materials for
the Army. They alsoincluded the opera-
tion of shops for the repair of Quarter-
master items of clothing and equipment
for reissue to the troops. The OQMG not
only supervised the technical operations of
Quartermaster repair shops but also for-
mulated the policies and procedures under
which they operated.

In 1941 the QMC, as well as each in-
terested agency of the War Department,
arranged maintenance activities to meet
its individual needs. As a consequence, no
definite co-ordinated plan existed for
maintenance of matériel throughout the
Army. When the Services of Supply (later
the Army Service Forces) was established
in March 1942, an attempt was made to
establish centralized control over mainte-
nance operations. The Distribution Divi-
sion, SOS, was made responsible for co-
ordinating plans for maintenance, repair,
and salvage of supplies and equipment of
all types.' During the first year of the war,
however, its attention was largely centered
on the problem of scrap disposal with the
eventual result that OQMG responsibility
for staff supervision of salvage activities

was transferred to the ASF. Maintenance
operations continued to be directed by the
individual technical services. It was not
until April 1943 that this neglect by head-
quarters of a field vital to the success of the
war effort was corrected. Then a Mainte-
nance Division was established and
charged with the responsibility of develop-
ing broad policies, methods, and standard
operating procedures for the maintenance
of equipment procured and issued by the
ASF. It exercised staff supervision over
reclamation activities, conducted field in-
spections to insure full use of all facilities
for reclamation purposes, and co-ordi-
nated such activities between the technical
services and the service commands.” From
then until the end of the war it was
actively engaged in directing and super-
vising Army maintenance, although much
of the systematic reclamation program it
developed did not come to fruition before
the war ended.?

1 SOS Orgn Manual, 30 Sep 42, p. 302.11.
2 (1) ASF Cir 140, 6 Dec 43, sub: Reclm. (2) ASF
Cir 275, 18 Jul 45, same sub.

- * For an account of the activities of the Mainte-
nance Division, see Hist Rpt, Maintenance Problems,
A History of the Maintenance Division, Headquar-
ters, Army Service Forces, April 1943-1 September
1945, OCMH. (Hecreafter cited as Hist Rpt, Mainte-

nance Problems.)
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Money Allowances Versus Issues in Kind

The operation of shops, when necessary,
for the purpose of altering and fitting uni-
forms at the time of issue and for the repair
and upkeep of equipment had been a re-
sponsibility of the QMC since World War
I, but the Corps operated no repair shops
in the fall of 1940. No reclamation prob-
lem existed at the time because before the
national emergency enlisted men were re-
sponsible for the maintenance of their
clothing under a system of money allow-
ances. This arrangement, which had been
in effect since shortly after World War I,
allowed the War Department to allot to
each enlisted man initial and maintenance
quotas expressed in monetary values,
within the limits of which he was per-
mitted to draw clothing from government
stocks.* Each man’s clothing account was
settled periodically and at the end of his
enlistment. On discharge he received in
cash any balance that had not been drawn
in clothing. His ability to stay well within
his money allowance and yet care for his
clothing and equipment was deemed the
mark of a good soldier. In the event the
enlisted man exceeded his allowance, he
had to reimburse the government for the
excess. Although articles in stock and the
trickle of reclaimable articles turned in by
men at the end of their enlistment period
or on earlier discharge might require reno-
vation, no reclamation problem arose un-
der this system. Each enlisted man was re-
quired to arrange and pay for the cleaning
and upkeep of all clothing issued to him
under his money allowance, except for
necessary alterations made at the time of
issue.

This peacetime system could not be ap-
plied during war, however, for the clerical
work of administering money accounts for
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an expanding army would have been pro-
hibitive. Furthermore, the additional wear
and tear on clothing resulting from battle
training and maneuvers would have made
the existing money allowances unfair to
the soldier and would have allowed no
early basis for the calculation of a fair
money allowance. Early in the emergency,
there was unanimous agreement that a
system based on issues in kind, similar to
that used in World War 1, would have to be
adopted in the event of war, and that in
theaters of operations, where formal prop-
erty accounting would have to be held to
a minimum, a system of money accounts
would be completely unworkable.?
Nevertheless, when the expansion of
training operations during the months be-
fore Pearl Harbor forced consideration of
extensive revisions to the peacetime meth-
od of issue, numerous misgivings were
voiced. It was anticipated that when cloth-
ing was issued in kind all restraints would
be removed from overzealous commanders
who could hardly be expected to be cost
conscious.® Since great emphasis was
placed on the physical appearance of
troops in evaluating the efficiency of com-
manding officers, it was argued that issues
in kind would lead to replacement of par-
tially worn garments that should have
been retained in service, and would result
in conflict with conservation measures.
The purposes of official policies would
thereby be defeated. Various suggestions
were made for coping with these prob-

*AR 615-40, 30 Jun 25, sub: EM Clo—Allow-
ances, Accounts and Disp. For the official list of cloth-
ing allowances and established prices of clothing, scc
AR 30-3000.

5 Memo, TQMG for Gen Corbin, OQMG, 1 Jul
40, sub: Change in System of Clo Allowances.

% Memo, Col Edward B. McKinlcy, Chicf of Fiscal
Div, for TQMG, 12 Aug 40, sub: Cost Rpts on Clo
Issued in Kind.
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lems,” but late in the summer of 1940 The
Quartermaster General appointed a board
of officers to draft regulations for changing
to a simple system of issues in kind, retain-
ing only those checks on extravagance or
dishonesty that could be enforced through
command relationships, or, in individual
cases, through the medium of reports of
survey and other disciplinary action. The
new system was promulgated early in Sep-
tember.® The change involved the as-
sumption by the government of responsi-
bility for the repair and. reclamation of
clothing issued to the enlisted man and

consequently resulted in the initiation of a

repair shop program.

Utilization of Obsolete and
Class B Clothing

The procedures of the repair shop pro-
gram were greatly influenced by the early
need to conserve clothing and equipage.
In June 1940 stocks of practically all items
of clothing were very low. Furthermore,
since approximately nine months were re-
quired to convert dollars into appreciable
quantities of clothing and equipage,
enough time had not elapsed by fall for
stocks to be procured in sufficient quanti-
ties under new appropriations to meet re-
quirements resulting from the mobiliza-
tion of the National Guard and the induc-
tion of large numbers of selectees. During
the 1nitial period of mobilization, it was
absolutely essential to utilize so-called con-
tingent stocks, that is, stocks held in stor-
age as war reserves and for the National
Guard and the Reserve Officers’ Training
Corps (ROTC). These were further sup-
plemented by transfers of excess stocks
from the Civilian Conservation Corps.” A
large proportion of this clothing was of
limited standard, substitute standard, and
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obsolete classification, including, for ex-
ample, large quantities of World War 1
spiral leggings, knee breeches, and coats
with standing collars, as well as web equip-
ment and tentage of various designs, tex-
tures, and shades. Much of this matériel
had long been in closed storage under im-
proper conditions and was consequently
in various stages of disrepair. The QMC
placed in service considerable amounts of
deteriorated and nondescript clothing and
equipment, and it authorized various
special uses for obsolete articles.

By March 1941, production of clothing
had reached a point where most articles
of obsolete clothing could be withdrawn
from the troops,'’ and stocks of these arti-
cles could be returned to regional and cen-
tral storage pending disposition to meet
various special needs or as salvage. During
the eight months when thcse substandard
stocks were issued, comparatively small
inroads had been made on the total re-
sources of this kind, and the utilization
and disposal of obsolete items became at
once a major problem.

In the meantime, there had been reper-
cussions from field commanders who not
unnaturally resented being obliged to sup-

* See, for example, Chief of Sup Div to Chief of
Adm Div, OQMG, 27 Jun 40. sub: Change in System
of Clo Allowances.

¥ WD Cir 97, 7 Sep 40.

“ (1) Memo. Gen Corbin. OQMG. for ACofS G-1,
5 Sep 40, sub: Use of Substitute Items of Clo for Tng
Program. (2) WD Cir 98, 9 Sep 40. sub: Issues of Sub-
stitute Items of Clo.

'“For cxample, olive drab cotton brecches, of
which there were large quantities on hand, were
autborized for issue as work garments, in addition to
denim trousers. WD Cir 11, 16 Jan 41, Scc. I1, sub:
Issue of Cotton Breeches.

't Exceptions were obsolete overcoats, which were
not replaced until the fall of 1941, and the remainder
of some 2.000.000 pairs of trousers, manufactured
from melton cloth and acquired from the CCC, which
were issued until stocks were exhausted.
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ply their units with a motley array of gar-
ments and equipment. Although the
OQMG viewed the use of such articles as
an emergency measure to be discontinued
as soon as the status of supply permitted,
the consistent and determined objection
on the part of the troops to the use of obso-
lete clothing was so strong that the QMC
and other War Department agencies had
to take definite and continued action to
see that such clothing was actually issued
to the soldiers."”

The policy of enforcing the consump-
tion of stocks of renovated clothing and
equipment, designated as Class B, prior to
the issue of new items, Class A, was by no
means new and had been a source of con-
troversy under peacetime conditions. After
World War I, efforts to issue renovated
clothing had produced unsatisfactory re-
sults. At that time the problem had been
partially solved by the return to the
money-allowance system.'® Since the be-
ginning of the national emergency all di-
rectives on procedure had reiterated the
responsibility of commanding officers for
the utilization of renovated clothing, when
available, before the issue of new
clothing.™

A serious related problem was the ex-
tremely rapid turnover and high mortality
rate of substandard articles that were put
into service, even if the low wear expect-
ancy of these items was taken into consid-
eration. This was especially noticeable as
new equipment became increasingly avail-
able and various units hastened to have
their obsolete equipment condemned and
turned in for salvage in order to secure
replacements.'> The special uses later
found for substandard articles of all types
undoubtedly were more effective in con-
serving resources of this kind than the
type of issue for general purposes enforced
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as a result of the early pressure of hasty
mobilization.

Early difficulties in utilization of obso-
lete and substandard articles were hardly
overcome and a system outlined for issues
in kind and renovation of articles, when a
special problem loomed that promised to
test many related policies. Toward the
close of the first year of national selective
service, the Army faced the prospect of re-
using or disposing of relatively large quan-
tities of clothing and equipage to be turned
in by men discharged after the designated
vear of service. Although this problem
never materialized on a large scale since
most of the men were actually retained in
the Army following Congressional exten-

“sion of their term of service, the anticipa-

tion of it caused a general examination, in
the light of early experience, of existing
basic policies that called for the utilization
of renovated clothing.

The seriousness of the agitation' for a
reversal of conservation policy was re-
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12 (1) Lir, Gen Corbin, OQMG, to 1G, 25 Oct 40,
sub: Issue and Renovation of Obsolete Clo. (2) Lur.
TAG 10 CGs of All Armies ef al., 4 Nov 40, same sub.
(3) Mcmo, Col Robert M. Littlejohn, OQMG, for
ACofS G-4, 18 Jan 41, sub: Utilization of Obsolete
and Renovated Clo.

' Rpt of TQMG for FY 1928, pp. 21-22.

4 See, for example (1) WD Cir 97, 7 Sep 40, and
(2) WD Cir 8, 8 Jan 41.

5 (1) Memo, Col Littdejohn, OQMG, for ACofS
G-4, 18 Jan 41, sub: Utilization of Obsolete and Re-
novated Clo. This practice was widespread, as in the
case of obsolete coats and of pyramidal tents of the old
model that were usablc with standard tent frames.
(2) See also, Memo, Gen Corbin, OQMG, for ACofS
G-4, 17 Sep 41, sub: Conserving C&E.

' Objections from the field were based primarily
upon the adverse effect of renovated clothing on troop
morale and consequently upon discipline and effi-
ciency. See, for example (1) Ltr, Maj Gen Kenyon A.
Joyce, Hq Ninth Army Corps, to TAG, 9 Sep 41, sub:
Issue of Reconditioned Clo; (2) 1st Ind, Lt Gen John
L. De Witt, CG Fourth Army, to TAG, 9 Sep 41, 0n
same ltr; and (3) Litr, Col John G. Tyndall, IGD, to
CG Fourth Army, 25 Sep 41, sub: Adequacy of Au-
thorized Clo and Use of Class B.
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vealed by several alternative proposals
made for the disposal of accumulations of
unserviceable and used clothing expected
to be turned in by discharged selectees and
from other sources.!” One suggestion
would have allowed the enlisted man
upon discharge or transfer to a reserve

component to retain permanently, with a

few exceptions, all articles of individual
clothing issued to him under Tables of
Basic Allowances. Other proposals called
for him to turn in such clothing, which
was then either to be renovated and held
in depots as a reserve or to be disposed of
by sale as salvage.

All of these proposals were immediately
attacked on the general ground that none
of them supported adequately a long-
range plan of conservation necessitated by
the scarcity of critical materials and the
strain imposed upon production facili-
ties.'® The outcome of this controversy was
the vindication of the existing conserva-
tion policy. However, efforts were made to
alleviate the shortcomings of the system of
renovation and reuse of property. The
policy of allowing the discharged enlisted
man to retain a few designated items of
clothing was continued, though the num-
ber of articles retained was later reduced.’®
Commanding officers of all echelons were
required to exercise the utmost economy
in requisitioning clothing and equipage
and to make certain that serviceable arti-
cles were not salvaged and that new items
were not issued when reclaimed ones were
available. One concession was made to the
critics of renovated clothing. Each enlisted
man was to have at all times one present-
able outfit of wool and one of cotton outer
clothing, suitable for wear at ceremonies
and on pass or furlough. Since only one
wool coat, one overcoat, and one garrison
cap were authorized for each enlisted
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man, suitability of a renovated article for
issue to meet this requirement became the
governing factor in determining whether
or not such articles of outer clothing would
be renovated and reissued. In all other
cases, appearance was to be subordinated
to actual serviceability in determining
whether an item was to be used. Although
provision was thus made for the use of
renovated clothing, whenever practicable
all clothing after renovation was to be re-
turned to the original wearer.*

Shortly after Pearl Harbor, the issue of
available Class B clothing and equipage
was made mandatory under all conditions
at reception centers, replacement training
centers, posts, camps, and stations, and
even at ports and staging areas.”’ Later
modification of this policy requiring the
re-equipping and reclothing of organiza-
tions alerted for shipment to ports of em-
barkation with Class A clothing and
equipment was an exceedingly significant
development. It not only resulted in a tre-
mendous influx of unserviceable items
from staging areas and ports of embarka-
tion that placed a burden on repair facili-
ties, but it also necessitated the mainte-
nance of considerable station and depot
stocks throughout the United States to
meet this particular demand. Moreover,
since overseas movement orders for par-
ticular organizations were frequently

'" Lir, Maj Ewing H. France to Col Littlejohn,
Chief of C&E Branch, OQMG, 7 Jul 41, sub: Disp of
Clo Turned In (study on same sub enclosed).

5 (1) Ibid. (2) See earlier comments, Chief of Salv
Br to Chief of C&E Br, OQMG, 24 Jun 41, sub: Disp
of Clo Turned In.

" WD Cir 74, 13 Mar 42, sub: Instructions Gov-
erning Issue, Conserv, and Disp of C&E.

20 WD Cir 241, 21 Nov 41, sub: C&E

#1 (1) Rad, TAG to CG First CA et al., 23 Jan 42,
AG 246.5 (1-21-42) MO-D. (2) WD Cir 74, 13 Mar
42, sub: Instructions Governing Issue, Conserv, and
Disp of C&E.
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changed to later dates, it became neces-
sary to re-equip them with additional
Class A items at such subsequent times. In
the meantime, the re-enunciation of policy
on the use of renovated clothing increased
the pressure for improvement of local re-
pair services and laid the groundwork for
such early refinements of procedures, in-
cluding serviceability standards, as were
accomplished.

Repair Shop System

The substitution of issues in kind for the
clothing money allowance, the difficulties
of procurement and distribution, and con-
siderations of economy and conservation,
all made it necessary for the governmerit
to provide for the repair and reclamation
of items of clothing and equipage issued to
enlisted personnel. As a consequence, the
War Department in the fall of 1940 di-
rected that all repairs to shoes and all
major repairs to clothing were to be ac-
complished at government expense, al-
though enlisted men would continue to
pay for laundry and dry-cleanirg service
as they had in the past and would also be
responsible for minor repairs to clothing,
such as mending rips and replacing but-
tons.**

At that time there were no Army cloth-
ing repair shops in existence. Alteration of
uniforms at the time of issue as well as shoe
repair had been accomplished since World
War 1 by local commercial contract,
though experience had demonstrated the
impossibility of obtaining satisfactory re-
sults by this method. Specifications had
prescribed the quality of materials and
workmanship in all contracts for repair
services, but, in general, workmanship had
‘been poor, materials inferior, and return
of repaired articles had been unduly de-
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layed.?® In contrast, CCC operation of
reclamation plants at the Columbus and
the Schenectady General Depots had re-
vealed that a better shoe repair job was
usually obtained in government renovat-
ing plants and that considerable money
was saved.** The OQMG drew upon this
experience, as well as that of World War I,
in inaugurating its program.

Clothing and Equipment Repair Shops

To provide repair services the OQMG
established clothing and equipment repair
shops (later called reclamation shops) at
Army camps. The type selected depended
upon the strength of the station to be
served. Thus a two-unit shop served
40,000 men; a one-unit shop made repairs
for 20,000; and a one-quarter-unit shop
provided repair service for 5,000 men. In
areas where greater numbers of troops re-
quired services, a two-unit shop was op-
erated on a two-shift basis or, if necessary,
facilities were added to provide the needed
capacity.”® For the most part these shops
were established in existing structures at
Army camps in order to hold new con-
struction to a minimum. Floor layout
plans therefore varied considerably, since
only a small portion of reclamation activi-
ties in the field was housed in buildings
specifically constructed for reclamation
purposes.

WD Cir 107, Sec. 11, 24 Sep 40, sub: Laundry,
Dry Cleaning, and Shoe Repair.

" %% Chief of Sup Div to Chief of Constr Div, OQMG,
22 Apr 41, sub: QM C&E Repair Shops.

** Memo, Maj Frederick H. Koerbel for Col Ed-
mund B. Gregory, OQOMG, 24 Apr 39, sub: Insp of
CCC Reclm and Salv Plants.

3% (1) Chief of Sup Div to Chief of Adm Div,
OQMG, 6 Nov 40, sub: Activation of QM Units. (2)
Ltr, Gen Corbin, OQMG, to QM First CA, 20 Nov
40, sub: Establishment of C&E Repair Shops. (3) Min
of Salv and Reclm Conf, OQMG, 5-9 Oct 42, p. 11.
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REPAIRING MESS KITS, Fort Devens Repair Shop, Fort Devens, Mass.

Clothing and equipment repair shops
were organized into various sections ac-
cording to the type of work to be done. A
complete reclamation shop included a
clothing and textile repair section, a shoe
repair section, a canvas and webbing re-
pair section, a mattress and pillow reno-
vating section, and a miscellancous repair
section designed to accomplish repair of
metal goods and other items that could
not be repaired in the other sections.
Complete reclamation shops were intended
to be established only at installations re-
quiring one-unit or larger shops. Shops
serving 3,000 troops or less originally con-
tained only shoe repair sections. A cloth-
ing and textile repair section as well as a

shoe repair section was usually found at
stations serving 10,000 to 20,000 men.
Later a miscellaneous repair section was
also deemed necessary. Any combinations
of sections could be established to furnish
stations with all neccssary facilities.

It was the policy of the OQMG to re-
pair and reclaim clothing and equipment
in all instances possible in government-
operated shops, but the accomplishment of
this work was not limited to the use of
reclamation shops. If existing government-
operated facilities were insufficient, the use
of additional facilities might be obtained
by means of commercial contract. This
method was used particularly for the re-
pair of shoes and tentage and was adopted
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primarily to take care of peak loads that
could not be handled in the reclamation
shops.

The repair and reclamation of clothing
and equipage by commercial contract,
however, was not recommended. Addi-
tional facilities for this work were avail-
able in Work Projects Administration
(WPA) sewing rooms, located in every
area, which were intended to be used as
“subsidiary facilities to take care of the
overflow from reclamation shops.”*"
These arrangements were the result of a
plan of operation worked out by agree-
ment between representatives of the
OQMG and the WPA 1n the summer of
1942.%" As the year drew to a close, the

Deputy Commissioner of the WPA noti-

fied the OQMG that “the increasing de-

mand for manpower and the consequent

decrease in persons for whom WPA needs .

to find employment makes it appear im-
practicable to continue assistance to other
Federal agencies as a part of the WPA pro-
gram beyond February 1, 1943.” ** The
President ordered liquidation of the
agency by 30 June. The WPA sought an
orderly termination of its projects, and in
conferences with OQMG representatives
considered the disposition of WPA sewing
equipment, its transfer to Army reclama-
tion shops, and the possibility of finding
suitable cxperienced personnel for thesc
shops among operators released by the
WPA * Similar action to acquire equip-
ment that could be utilized in reclamation
activities was taken later when Congress
liquidated the National Youth Adminis-
tration in the summer of 1943.%"

Post quartermasters directed the oper-
ation of reclamation shops, whose person-
nel was largely civilian, secured from local
civil service registers. It was the primary
function of these shops to repair shoes and
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clothing for return to the original wearer,
to repair and reclaim clothing (except
shoes) and equipment for return to stock,
and to alter clothing to provide proper fit
whenever necessary.

The OQMG in the fall of 1940 had pro-
posed establishing some forty reclamation
shops and had called upon the corps area
quartermasters for reports on available
space and personnel that could be utilized
for the purpose. By the end of June 1941,
it had established only twenty-five recla-
mation shops at cantonments throughout
the Army.”' The delay in swinging the
program into high gear was attributable
largely to the lack of funds for construc-
tion. Shoe repair shops could be estab-
lished only where existing space was made
available, and in the beginning “there was
a general lack of interest locally and a dis-
inclination to make existing space avail-
able.”” ** After some months of experience
with repair service obtained by commer-
cial contract, local quartermasters indi-
cated that they wanted repair shops and
made the necessary space arrangements
for them, even though the Army repair

* Min of Salv and Reclm Conf, p. 13.

*7 (1) Ltr, Gen Corbin, OQMG, to Actg Commis-
sioner, WPA_ 27 Feb 42, no sub. (2) Ltr, Florence
Kerr, Asst Commissioner, WPA, to OQMG, 4 Jun
42, to sub. (3) L.tr, Col Hamilton, OQMG, to Flor-
ence Kerr, WPA| 11 Aug 42, no sub. and reply 14
Aug 42.

= Ltr. George H. Field to OQMG, 5 Dec 42, no
sub.

2 (1) Lar, Col Falkenau, OQMG, to CG First SvC,
23 Dcc 42. sub: Transfer of WPA Equip. (2) Ltr,
Falkenau to CG First SvC, 4 Jan 43, sub: Utilization
of WPA Pers.

(1) Memo, Dir of Production Div, ASF, flor
TQMG, 10 Jul 43, sub: Liquidation of NYA. (2) [1s1
Ind]. I1q Eighth SvC to TQMG, 18 Aug 43.

' Chiel of Salv Br to Public Relations Off, Sup Div.
OQMG, 8 Jul 41, sub: Summary ol Accomplishments
During Past Ycar.

* Gen Corbin 1o DQMG, 24 Jun 41, sub: QM
C&E Repair Shops.
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shops could not be opened until existing
commercial contracts had expired.

After Pear]l Harbor the repair shop pro-
gram expanded rapidly. This development
was stimulated by a reduction in the cloth-
ing allowances to enlisted men, a move de-
signed to enable the War Department to
meet requirements for initial issue created
by the accelerated induction program.**
As aresult it was estimated that 3,000,000
cotton khaki shirts, 3,000,000 cotton khaki
trousers, 1,000,000 each of denim or her-
ringbone twill jackets and trousers, 500,000
overcoats, 1,500,000 pairs of service shoes,
as well as wool underclothing and hand-
kerchiefs, would be turned in as excess. It
was extremely important that all these
items, except the underclothing and hand-
kerchiefs, be renovated and reissued with-
out delay.?*

The chief of the Salvage Branch,
OQMG, reported that the facilities of only
twenty-six complete clothing and equip-
ment repair shops, with thirty-one addi-
tional shoe repair sections at smaller
camps, were immediately available. Sev-
eral other shops had been authorized and
were under construction, but these were
not sufficient to take care of all local re-
quirements and would have to be supple-
mented by commercial contracts. By the
use of both government and commercial
facilities, the backlog of used garments
awaiting renovation could be handled.?

Expansion of the repair shop program
was’ further stimulated early in 1942 by
another change in policy. Immediately
after Pear]l Harbor the War Department
had announced that without exception
renovated clothing and equipment would
be issued prior to Class A items. Within
little more than a month from the time this
priority was announced, the policy was
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amended to require the issue of only Class
A clothing and individual equipment as
replacements for troops alerted for over-
seas movement.' The effect was to in-
crease tremendously the work load of
clothing and equipment repair shops. The
inspection of items in the hands of troops
alerted for overseas movement was ex-
pected to lead to the replacement of only
those “unsuitable for extended field serv-
ice” rather than to a complete re-equip-
ping of alerted units with new articles.
This directive, however, was subject to dif-
ferent interpretations. Unit commanders
naturally applied it in such a way as to
enable them to obtain new equipment.
Quartermasters, on the other hand, bound
by conservation policies, were inclined to
keep equipment in the hands of the units
if the items possessed serviceability or
could be repaired for extended field use.
Later, efforts were made to define more
precisely standards of serviceability for
equipment retained by alerted units. Re-
pair service for alerted units had priority
over all other work in repair shops, and
the OQMG took action to see that such
shops were established at all staging areas
as they were activated.®’

Originally repair of shoes and clothing
was directed toward keeping these items
in the hands of the user. Asthe war pro-

#* WD Cir 74, 13 Mar 42, sub: Instructions Gov-
crning Issue, Conserv, and Disp of C&E.

* Maj France, C&E Br, to Chief of Salv Br,
OQOMG, 11 Feb 42, sub: Renovation of Clo to be
Turned in by EM.

45 Chief of Salv Br to Chief of C&E Br, OQMG,
13 Feb 42, sub: Renovation of Clo to be Turned in
by EM.

3 (1) WD Cir 74, 13 Mar 42, sub: Instructions
Governing Issue, Conserv, and Disp of C&E. (2) WD
Cir 115, Sec. IT, 20 Apr 42, same sub.

37 Ltr, Gen Corbin, OQMG, to ACofS G-4, 29 Jan
42, sub: C&E Repair Shops for Staging Areas.
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gressed and as troops moved to overseas
theaters, requirements for initial issue and
replacements of Quartermaster clothing
and equipment reached tremendous pro-
portions. The necessity of repairing Quar-
termaster property for return to stock for
reissue became increasingly obvious. The
number of clothing and equipment repair
shops at posts, camps, and stations ex-
panded from the 25 in operation by July
1941 to 368 shops by the end of the war.*®
They repaired millions of items of clothing,
shoes, and equipment, and, tegether with
other Quartermaster repair facilities, con-
tributed effectively to the reduction of new
procurements of Quartermaster items.

Shoe Rebuilding Program

The reduction in the clothing allowance
early in 1942 posed a special problem with
reference to the shoes that were to be
turned in. It had been Quartermaster
policy to repair shoes only when they
could be returned to the original wearer.*
Otherwise they were disposed of without
repair by sale as salvage. This policy was
abandoned in January 1942 when the
issue of Class B clothing, including shoes,
was made mandatory under all conditions.
In order to avoid any possibility of disease
or injury to the new wearer’s feet, shoes
could not be reissued without sterilization,
complete rebuilding, and refinishing. As a
consequence, the OQMG decided to
establish one or more fully equipped shoe
rebuilding factories to take care of the im-
mediate accumulation of excess shoes
caused by the revision of Table of Basic
Allowances 21 and to continue their oper-
ation as a permanent part of the program
in order to conserve shoes and leather.*’

The first of these factories was estab-
lished at Buford, Ga., where on 19 March

47

1942 the War Department entered into a
contract with Bona Allen, Inc., for the
rental of certain lands, buildings, and
equipment. Actual operations did not be-
gin until June, but from then until 31
August 1943 the . QMC operated this
plant, which was attached to the Atlanta
Quartermaster Depot under the imme-
diate command of the Quartermaster sup-
ply officer.*!

It was estimated that when the Buford
plant reached its maximum operating
capacity (about 1 December 1942), it
would produce 5,000 pairs of rebuilt serv-
ice shoes per eight-hour shift. The shop
could not accomplish the rebuilding of
1,500,000 pairs of shoes within a year, let
alone within the three months suggested
by the Clothing and Equipage Branch.
Since it was also considered desirable to
provide for the rebuilding of shoes in sal-
vage and shoes that could not be repaired
by the facilities available in the clothing
and equipment repair shops, the War De-
partment negotiated a contract with the
International Shoe Co. of St. Louis for the
rebuilding of Army service shoes in its
Bluff City factory at Hannibal, Mo.** This
factory would also have a maximum ca-
pacity of 5,000 pairs per eight-hour shift.

In the summer of 1943 the War Depart-
ment made another contract with the In-
ternational Shoe Co., effective 1 Septem-
ber, which transferred the operation at the

# QM Manual, QMC 14-3, August 1945, sub: QM
Installations in Continental U.S| pp. 56-66.

3 WD Cir 126, 28 Jun 41, sub: Insp of Shoes for
Repair.

10 Ltr, Col Falkenau, OQMG, to QM First CA,
6 Apr 42, sub: Renovation of Class B Shoes.

** For a detailed account of operations at Buford,
see T. E. Downey, U.S. Army Shop, Buford, Georgia
(hist rpt, Atlanta QMD, Aug 43), Hist Br, OQMG.

42 Salv Br to Dir of Sv Instls Div, 18 Jul 42, sub:
Rebuilding of Sv Shoes.
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REBUILDING SHOES, U.S. Army Shoe Shop, Buford, Ga., 1942.

Butord tactory to that company. By that
time the volume of shoes to be rebuilt war-
ranted the addition of another plant, and
a supplemental agreement was made with
the company for the operation of a third
shoe rebuilding factory at Quincy, Il1.**
As a result of the 1 February 1944
downward revision of the Army Supply
Program, which necessitated a cutback in
production of rebuilt shoes, it became nec-
essary to terminate the contract for the
operation of the Buford factory, effective
30 April, but the other two plants con-
tinued to function until the end of the war.
During the period of QMC operation of
the Buford plant (fourteen-months) 1,505,-
389 pairs of shoes were rebuilt, while

under direction of the International Shoe
Co., (eight months) 1,118,652 pairs of re-
paired shoes were produced.*”

Regional Reparr Shops

Repair shops at posts, camps, and sta-
tions functioned as reclamation centers for
clothing and equipage intended for return

'3 Sv Instls Div to Procurement Div, 24 Nov 43,
sub: Expansion of Shoe Rebuilding Facilities.

#* (1) Memo, Col Hamilton, OQMG, for Readj
Div, ASF, 21 Mar 44, sub: Cuthack in Production of
Rebuilt Sv Shoes. (2) Audit Rpt, Chief of Cost and
Price Analysis Br to TOQMG, 26 Jun 44, sub: Final
Audit Rpt. This report showed that a total of 2,624,-
241 pairs of service shoes were rebuilt at a total cost of
$7,366,825.51, which included cost of materials, labor,
cquipment, contractor’s fees, depreciation, and
amortization.
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to the original user or for return to stock
for reissuc at the same post, camp, or sta-
tion. They were not concerned with the
processing of large quantities of reparable
property turned in by troops alerted for
overseas movement or with the volume of
unserviceable clothing and equipment re-
turned from overseas theaters, where rec-
lamation equipment was often too limited
to allow for major repair activities. The
accumulation of such unserviceable prop-
erty represented a proportionate require-
ment for replacement issue and therefore
for the procurement of items, the raw ma-
terials for which were in critical supply.

The increasing volume of Quartermas-
ter property requiring repair soon cx-
ceeded the capacity of reclamation facil-
ities in service commands, although they
had been continually expanded and a
sccondary function of repair for reissue
anywhere within the service command
had been added. Beginning in early 1943,
a number of regional repair shops were
established at central points in certain of
the service commands to rclieve station
shops of the burden of repairing clothing
and equipagc for return to stock and re-
issue. Originally it had been proposed that
centralized facilities be establishced or that
existing facilities be designated to perform
this type of work in cach service command,
with station shops repairing items for re-
turn to stock only to the extent necessary
to keep personnel and equipment produc-
ing when there was a shortage ol work for
return to the original wearer.'” This pro-
gram, however, was temporarily held in
abeyance when the growing volume of
material returned from overseas and re-
ceipts of articles from domestic sources,
such as staging areas, influenced the initia-
tion of plans for the establishment of a
number of repair subdepots.
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Reparr Subdepots

Regional shops and clothing and equip-
ment repair shops at posts, camps, and sta-
tions were under the supervision and
control of the commanding generals of the
service commands. As the volume of
Quartermaster matériel accumulating in
this country and returned from overseas
mounted, the necessity of supervising local
activities closely in order to achieve con-
servation goals became acute. With repair
work decentralized to hundreds of small
shops scattered throughout the service
commands, it was difficult to establish and
maintain uniform standards of work. Serv-
ice command progress in supervision of
these shops, morecover, was handicapped
by lack of personnel available for the pur-
pose.

The Quartermaster General felt that
the problem could best be solved by an ex-
pansion of centrally controlled activities.
After studying the question, the OQMG
late in 1942 decided to concentrate repair
of Quartermaster articles for return to
stock, as distinct from local repair service
for troop units, in special subdepot instal-
lations of the Corps.'" It was motivated
partially by the desire to bring these activ-
ities under its immediate supervision, par-
ticularly since this seemed to be the only
feasible way to concentrate them where
nceded and to promote the desired uni-
formity and efficiency of operation. In
these subdepots conservation was treated
as an opcrating function of the QMC.

' (1) Ltr. Col Falkenau, OQMG, to CG First SvC,
25 Nov 42, sub: Centralization of Reclm Activitics.
(2) Litr, Hq Eighth SvC to All Posts, Camps, Stations,
8 Mar 43, no sub.

" (1) Ltr, Col Falkenau, OQMG, to CG First SvC,
25 Nov 42, sub: Centralization of Reclm Activities.
(2) “Repair Depots Recondition Salvaged Equip-
ment,” QMR XXTII (July-August 1943), 96-97.
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Early in 1943 The Quartermaster Gen-
eral was given verbal authorization by the
Distribution Division, SOS, for the estab-
lishment of reclamation depots as sub-
depots of existing Quartermaster installa-
tions. Accordingly, the California Quar-
termaster Repair Subdepot was activated
on 15 February and the Jersey City Quar-
termaster Repair Subdepot on 19 May.
Establishment of other repair subdepots
followed, and at the end of the war six of
them were in operation.*’

It was the function of these subdepots
to repair for return to depot stock both
matériel shipped from overseas theaters
and that accumulating in the several serv-
ice commands served by such subdepots.
Two principal reasons determined the
adoption of the policy of authorizing re-
gional and central shops to repair for re-
turn to depot stock and limiting reclama-
tion shops at posts, camps, and stations to
repair for return to the user or, to a limited
degree, for return to local stocks only. In
the first place, a large installation operat-
ing with production-line methods could
produce much more work per employee
than a number of small shops that were
forced to interrupt their production for
special jobs for individual wearers, This
resulted in the conservation of critical
manpower. Second, quality control of the
product and development of uniform re-
pair standards for Class B issue could not
be attained when such reclamation work
was done by hundreds of shops, many of
which were unable to provide the kind of
supervision that large installations used
effectively.*®

As the need to promote technical uni-
formity and effective management of all
repair shops increased, the OQMG cre-
ated new regional agencies to supervise
the work of the many central and local
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facilities operating within large areas.
These field reclamation and field mainte-
nance offices—directly responsible to The
Quartermaster General, and established
at or near depots and functioning for one
or more service command areas—exer-
cised technical supervision and control
over operations in repair subdepots and in
regional post, camp, and station repair in-
stallations. By decentralizing supervision
to these offices, the OQMG made certain
that standards of repair, classification,
and procedures for shop operation estab-
lished by it were properly carried out.**
By mid-1943 the repair shop system had
thus been expanded to take care of the tre-
mendous volume of clothing and equip-
ment that needed repair. It consisted of
reclamation shops at posts, camps, and
stations, engaged primarily in repairing
articles for return to the original user or
the using organization, and, to a limited
extent, in making minor repairs in quan-
tities that could be issued locally at the
post. Regional repair shops, established
within the service commands, repaired for
return to stock at the nearest distributing
depot, while repair subdepots handled any
excesses that could not be repaired at other
shops. In addition, there were a number of
repair shops at Quartermaster depots and
Quartermaster sections of ASF depots that
were engaged in the maintenance of spe-
cific items. For example, it was decided
early that while tentage issued to organ-

47 Ltr, Col Thomas E. Whitehead, OQMG, to CG
SOS, 18 Feb 43, sub: Allotment of Offs.

% (1) Memo, TQMG for CG ASF, 24 Sep 43, no
sub. (2) [Ist Ind], Col Hamilton, OQMG, to Hq ASF,
21 Jun 44. For a dctailed account, see C. Gregory
Compton, History of the Quartermaster Repair Sub-
Depot (hist monograph, CFQMD, Jul 45}, Hist Br,
OQMG.

1 (1) OQMG Cir 41, 14 Aug 44, sub: Establish-
ment of Fld Reclm Offices. (2) OQMG Cir 54, 25 Sep
44, sub: Establishment of Fld Maint Offices.
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1zations would be repaired by reclamation
shops and by means of local contract when
necessary, tentage repair shops at the
Philadelphia and Jeffersonville Quarter-
master Depots would continue to repair
tentage that could not be handled by these
means and to take care of all tentage is-
sued for maneuvers.”” Similarly, band in-
struments were repaired at designated
depots, as were typewriters and other of-
fice equipment. In 1944 a program was
initiated to establish a base maintenance
shop at the Jeffersonville Depot to handle
fifth echelon maintenance and reclama-
tion on all materials-handling equipment
within the zone of interior,*! while another
base shop was established at Camp Lee to
recondition all Quartermaster special-pur-
pose and mobile equipment.®®

Combined Shops

In the fall of 1943 a number of clothing
and equipment repair shops became parts
of combined shops that were established
in the service commands. This develop-
ment grew out of action taken by the
Maintenance Division, ASF, to integrate
maintenance activities. When the division
was established in April, it found that over
650 repair shops were being operated by
the technical services for the repair of
Army equipment. It concluded that this
wholesale establishment of repair facilities
throughout the zone of interior needed a
co-ordinated system of centralized oper-
ation. The division immediately prohib-
ited the activation of any new shops with-
out the prior authorization of the Com-
manding General, ASF, and required full
justification for expansion of any existing
shops.**

The Maintenance Division then sought
to determine whether this large number of
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shops was necessary and ended by for-
mulating a plan for consolidating repair
facilities in the zone of interior that broke
down technical service differentiations in
favor of a functional shop organization.
The plan provided for a combined shop—
consisting of an automotive shop, an ar-
mament and instrument shop, a clothing
and equipment shop, an electrical equip-
ment shop, a machine shop, and a paint
shop-—co-ordinated under the supervision
of a maintenance shop officer for oper-
ation, to receive, inspect, and repair all
Army matériel of all technical services.
This combined shop, the ASF urged,
would offer “unification of command, the
interchangeability of skilled and versatile
personnel, the supply of replacement parts
through controlled supply point and the
uninterrupted control of the entire activity
by a central office.” ** Tried out first at
Fort Knox in July, the plan was then sent
to the commanding generals of the service
commands in September with instructions
to put it into effect as expeditiously as pos-
sible.’® Later it was extended to integrate
maintenance activities at ASF depots and
ports of embarkation.

The plan was not received enthusiasti-

50 Chief of Sup Div to Chief of Depot Div, OQMG,
20 Oct 41, sub: Policy Re Salv of Tents.

31 In the over-all maintenance plan for the zone of
interior, all using organizations performed first and
second echelon maintenance on equipment assigned
to them; service command shops performed third and
fourth echelon repairs on equipment assigned to using
organizations; and technical service shops performed
fifth echelon maintenance.

52 (1) OQMG Daily Activity Rpt, 11 Jan 44. (2)
QM Training Service Journal, 2 Jun 44.,

53 Ltr, Dir of Opns, ASF, to TQMG, 23 Jul 43, sub:
Establishment of New Maint Shops.

3* Memo, Dir of Opns, ASF, for TQMG et al., 31
Jul 43, sub: Combined Shops at Posts, Camps, and
Stations. ,

3» AGO Memo W210-25-43, 7 Sep 43, sub: In-
tegration of Maint Activities at Posts, Camps, and
Stations.
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cally by either the technical services or the
service commands. Until it was rescinded
in July 1945, it met with considerable re-
sentment and numerous objections. The
technical services felt that since they were
responsible for the development and pro-
curement of designated equipment and
the supply of spare parts for it, they should
also be charged with its maintenance.
They predicted that the integrated shop
plan, under which one technical service
officer was responsible for directing the
maintenance functions of the other tech-
nical services, would result in lowering the
standards and quality of workmanship. At
the end of the war, however, the Mainte-
nance Division, ASF, sweepingly conclud-
ed that ““all these expectations proved to
be erroneous predictions.””** Since the
heaviest maintenance loads were handled
during the war through integrated main-
tenance operations, it adjudged the plan
satisfactory. Actually, the combined shop
plan was not the complete success claimed
by the Maintenance Division, ASF.

On the other hand, the plan was not tiae
complete failure claimed by the OQMG.
Possibly it might have been more success-
ful had the technical services generally
been more receptive to it. At any rate,
Quartermaster objections to the plan were
not dissipated even after the war was over.
The attitude of maintenance personnel
was summarized in the following com-
ment:

None of the shops were successful and
were, to an experienced supervisor inade-
quate, confused, and required to operate
under quickly conceived staff policies, plan-
ning and with arbitrary restrictions. The
shops were unwieldy, over-manned, and in-
adequately supplied and generally lacking in
the required skills, in space and implementa-
tion. Itwas impossible to find commissioned
management personnel with the required ad-
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ministrative strength to properly co-ordinate
this type of shop. Thus the combined shops
were wasteful with, respect to supplies, and
with respect to the return to serviceability of
the various items repaired, against the over-
all expenditures, and thus failed to fulfill the
mission intended.”’

The lack of sufficient facilities and the fact
that the technical service controlling the
operation of a combined shop inevitably
secured preference for the repair of its
equipment entailed consequences that
were apparent long after the war ended. It
was only in the postwar years that the
backlog of unserviceable Quartermaster
items—refrigeration equipment, furniture,
and typewriters—“generated during
World War I1, which could not be main-
tained in combined shops, were finally re-
paired in Quartermaster depot mainte-
nance shops and returned to stock.” *®

Return of Unserviceable Matériel to
Supply Channels

Property Exchanges and Turn-Ins

At the beginning of the emergency there
was no elaborate, restrictive procedure in
use for the disposition of clothing and
equipage comparable to that applied to
most classes of nonexpendable Army sup-
plies. As a matter of fact, under the money
allowance system there was no particular
inducement for the enlisted man to seek
unnecessary replacements, since such ac-
tion led to additional charges against his
allowance. In the years following World
War I, therefore, clothing issued on the
money allowance was turned in to salvage
m, Maintenance Problems, p. 133.

37 Maint Br, Fld Sv Div, to Plng Br, Mil Plng Div,
OQMG, 17 Jan 51, sub: Staff Study: Combined and

Consolidated Shop Management.
52 Ibid.
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by essentially the same method as that
provided for expendable articles, that is,
with a list and simple certificate of the or-
ganization commander to the effect that
the unserviceable condition of articles was
due to fair wear and tear.*®

Problems related to the disposal of the
clothing that was turned in were respon-
sible for certain restrictions in procedure.
Provisions were inserted in the regulations
to insure the maintenance of accountabil-
ity in the process of turning in to the post
quartermaster serviceable articles that had
been issued on the money allowance. Pro-
vision was also made for inspection of
worn-out clothing by a commissioned of-
ficer before credit was allowed on the
clothing account, and by a disinterested
officer after its receipt in salvage. More-
over, the requirement that property be
marked and mutilated to preclude various
improper practices applied especially to
clothing. These provisions, only slightly
changed, were retained even after the sus-
pension of money accounts in 1940 as a
relatively convenient means of controlling
irregularity.

As in the case of the regular survey and
inspection procedures, the advent of the
emergency made proper technical control
of property disposition the primary aim to
be achieved by inspection of property by
officers. Considerable responsibility for di-
recting the flow of unserviceable property
through repair and other processes was
soon given to a disinterested officer, ap-
pointed by the local commanding officer.
He inspected and classified clothing as
reparable or nonreparable and furnished
the quartermaster with a certificate cover-
ing nonreparable clothing worn out
through fair wear and tear. The latter was
disposed of in salvage; the reparable cloth-
ing was renovated and prepared for
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reissue.®® Insofar as it went, this function
was identical with that .later charged to
the classification officer.

In the summer of 1942 a new basic pro-
cedure was installed. Except for items
definitely intended for repair and return
to the original wearer, all unserviceable
clothing and equipage was turned in to
the post quartermaster through a newly
designated classification officer.®' The post
quartermaster then issued other items in
exchange ®* for those that had become un-
serviceable through fair wear and tear.®?
The classification officer classified all items
as reparable or irreparable, with the ex-
ception of certain technical items—band
instruments, typewriters, 55-gallon drums,
and M1937 field ranges-—for which spe-
cial disposition instructions were issued.®
Irreparable items were turned in to sal-
vage; reparable items, except shoes, which
were sent to the rebuilding factories, were
repaired in the clothing and equipment
repair shops or by such other means as the
service command quartermaster directed.

5 AR 30-2145, par. 4c.

50 WD Cir 97, 7 Sep 40.

81 (1) WD Cir 185, 12 Jun 42. (2) AR 615-40, par.
10c, 1 Sep 42.

52 The practice of direct exchange was later discon-
tinued, and a simplified turn-in procedure was made
entirely separate from that of replacement issues. (1)
TM 38-403, par. 48, 25 Aug 44, sub: Station Sup
Procedure. (2) [1st Ind], Dir of Control to Dir of Sup,
ASF, 4 Aug 44.

63 Clothing and equipage rendered unserviceable
by means other than fair wear and tear had, of course,
to be acted on by survey as in the case of other classes
of equipment. The classification officer was originally
authorized to direct that surveys be made on items
that in his opinion were not worn out by fair wear
and tear. Later he was given the powers of a survey-
ing officer (AR 615-40, par. 14b, 24 Apr 43). These
powers were subsequently adjusted to recognize
command responsibility for turn-ins.

6+ (1) WD Pamphlet 38-1, 1 Mar 43, sub: SOP for
Disp of Unserviceable Prop. (2) WD SB 10-156, 31
Oct 44, sub: Return of Unserviceable QM Prop to
Sup Channels. )
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It was the primary mission of these
shops to repair clothing for return to the
original wearer. In time, they were also
authorized to make minor repairs in quan-
tities that could be utilized at the post as
Class B (used) items. Since storage facil-
ities were not available at clothing and
equipment repair shops, such Class B
items were promptly transferred to the
post property officer for inclusion in sta-
tion stock. He assumed accountability for
them and reissued these items in exchange
for unserviceable clothing and equipment.
If, owing to changes in troop strength,
clothing and equipment in stock at sta-
tions accumulated in excess of the amount
that could be utilized by the local garri-
son, the quantities and the nature of this
excess were reported to the proper distrib-
uting depot for disposition instructions.
When a Class X category (reparable but
not suitable for issue as Class B) was later
established, such items were also trans-
ferred to the post property officer, but they
were issued without accountability.®®

As the facilities of the clothing and
equipment repair shops became taxed to
their utmost, a maintenance policy was
formulated that permitted regional and
central shops to repair items beyond the
capacity of the local shops to handle. Such
unserviceable property was shipped by the
supply officer to the next higher repair
echelon. Each echelon operated under
standing operating procedures prescribed
by The Quartermaster General.®® Prop-
erty repaired at a regional repair shop was
returned to stock at the nearest distribut-
ing depot, except that Class X clothing
was disposed of by the shop to troops in
the area served by it as directed by the
commander. By the fall of 1944 provision
had been made for automatic shipment of
property repaired at regional shops to the
Quartermaster depot or Quartermaster
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supply section of an ASF depot normally
supplying the area in which the shop was
located. Property repaired at Quartermas-
ter repair subdepots was shipped to the
parent depot, although the latter might,
prior to shipment, give instructions for
routing to alternate storage points.®’

Separation of Classification and
Shop Activities

Unlike the practice applying to Army
property generally, the process of initial
screening of unserviceable articles of cloth-
ing and equipage was made separate from
that of classification and disposition of re-
paired articles, and was placed in the
hands of an agency potentially independ-
ent of repair echelons. The function of
classification and disposition of repaired
articles, which was comparatively tech-
nical and involved the application of im-
portant standards of serviceability that
were constantly being refined, was as-
signed to repair shops. Classification offi-
cers in various localities acted without
authorization, however, to classify gar-
ments for issue prior to their submission to
a shop for repair, a practice not firmly
controlled for many months.®*® Until early
in 1944 the association of classification of-
ficers with repair shops was generally very
close,®® but at that time the classification

85 (1) AR 615-40, par. 9, | Sep 42. (2) Ibid., pars.
16, 17, 24 Apr 43. (3) See below,[pp. 56-58.]

86 (1) WD Cir 75, Sec. Il, 16 Mar 43, sub: Disp of
Unserviceable Prop. (2) WD Cir 7, 5 Jan 44, sub:
Repl for and Disp of Unserviceable Prop.

87 WD SB 10-156, 31 Oct 44, sub: Return of Un-
serviceable QM Prop to Sup Channels.

8% (1) Ltr, Col Falkenau to All SvCs, 14 Dec 42,
sub: Class B and X Clo. (2) Change 4 to AR 615-40,
29 Jan 44.

%9 (1) Originally regulations required that the clas-
sification officer be a Quartermaster officer of suitable
grade or experience. At posts, camps, and stations
where Quartermaster repair shops were established,
the station commander was required to appoint to the
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position was made entirely independent,
and any officer associated with shop or
maintenance activities could not be as-
signed to the position.™

This step was taken primarily to avoid
impeding the operations of shops unneces-
sarily with segregation and salvage func-
tions, and especially to avoid the expense
and congestion that would result from
hauling nonreparable property to and
from shops.”' A considerable amount of
segregation and salvage activities was nec-
essarily carried on in shops, particularly in
subdepots processing property returned
from overseas. Failure of local classifica-
tion officers to segregate articles properly
or in accordance with shop standards re-
mained a source of criticism and of some
disagreement between shops and local
supply officers. The move to separate the
classification position from shop activities
was also influenced by the emphasis being
placed upon command responsibility for
conservation activities in all units. At the
same time, station supply procedure was
being changed to require classification of-
ficers to accept property turned in by troop
units regardless of its condition.™

The establishment of a separate local
organization for segregation and classifica-
tion of unserviceable property inevitably
raised the question of the qualifications of
individuals handling this function.” For
some time the classification function was
taken rather lightly by station com-
manders, and transient officers were fre-
quently assigned to that duty. As com-

classification position the officer in charge of thc local
shop, the salvage officer, or an assistant of one of the
foregoing officers, unless a Quartermaster officer was
especially appointed to devote his entire time to the
duty. WD Cir 185, 12 Jun 42. (2) Later the choice of
appointments at stations where repair shops were lo-
cated was limited to a representative of the repair
shop or a specially appointed full-time officer, with
the latrer operating under the direction of the repair
shop officer. AR 615-40, par 14, 24 Apr 43.
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mand responsibility was stressed and
special training programs were developed,
the local classification officer emerged as a
control point for the disposition and utili-
zation of clothing and individual equip-
ment. He was given authority not only to
inspect and segregate articles but also to
classify all clothing and equipment turned
in or to supervise these operations.”™ As a
result, the classification officer assumed
important responsibilities in the Quarter-
master conservation program. Moreover,

70 (1) Change 4 to AR 615-40, 29 Jan 44. (2) At this
time it was also directed that classification officers act
only upon Quartermaster items of clothing and
equipage listed in AR 30-3000, or on similar articles.
Some classification officers had been interpreting their
authority as covering all items of individual equip-
ment and even articles from other services that were
submitted to Quartermaster repair shops. See AGO
Memo S30-10-43, 11 Mar 43, sub: Authority of C&E
Classification Offs.

"t Ltr, TQMG to CG Seventh SvG, 29 Aug 44, sub:
Revision of AR 615-40.

72 (1) Chief of Stock Control Br, S&D Div, to
DQOMG for Sup Plng and Opns, 26 Aug 44, sub: Pro-
posed Revision of AR 615-40. (2) Memo, DQMG for
Sup Plng and Opns for CG ASF, 29 Aug 44, same sub.

73 By this time various usages of the word “classifi-
cation” were causing confusion. In some cases, classi-
fication was used to mean separation of serviceable
from unserviceable equipment; in others, separation
of reparable from nonreparable equipment; and in
still other cases, it meant the determination of the de-
gree of serviceability. In addition, the word “‘segrega-
tion” was used interchangeably with the word “classi-
fication” to convey one or more of the above mean-
ings. It was not until early in 1945 that these terms
were clearly defined so that segregation meant “sort-
ing garments as requiring repair, not requiring repair,
or irreparable,” while classification meant the deter-
mination of “the class (CS, B or X) of used items of
clothing and equipment in accordance with pre-
scribed standards.” (1) AR 615-40, par. 29b, 1 Feb
45. (2) Extracts of Mins of Sixth Semi-Annual SvC
Conf, 1-3 Feb 45, p. B1.

’* AR 615-40 par. 29, | Feb 45. After items had
been sent to shops for repair, they could be returned
to the classification officer for classification or they
could be classified in shops. In the latter case, this
activity was under the technical supervision of the
classification officer. Where possible, depending upon
physical facilities, all segregation, classification, and
sizing activities were to be centralized in the classifi-
cation warehouse.
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the expansion of his duties reflected the in-
creasing attention being given to the in-
terrelation of repair, classification, and
salvage standards and the need for some
agency to co-ordinate the development of
these standards in operation.

Classification and Serviceability
Standards

Prescribed standards for the classifica-
tion of used and reclaimed articles became
indispensable guides for the activities of
the expanded classification organization,
as well as for shops and other agencies par-
ticipating in or actually handling this
function. From the beginning the stand-
ards of serviceability that were estab-
lished affected the acceptability to troop
units of renovated clothing, and therefore
in large measure the conservation of these
articles. The early criticism of established
conservation policies and the reluctance of
troop commanders to comply with the
regulations on priority issue of renovated
articles resulted partly from the total ab-
sence of standards to govern the issue of
these articles.

Until some time after Pearl Harbor,
regulations merely directed the classifica-
tion of property as new (Class A) and used
(Class B) and enunciated the principle of
priority in issue. The quality of renovated
articles available for issue was controlled
almost entirely by repair shops. For a time
after the beginning of the emergency,
shortages of equipment even intensified
the problem of Class B issues, since, as a
result, repairs made were more extensive
and appearance of the renovated articles
that were issued was fully subordinated to
serviceability.

The OQMG Salvage Branch, recogniz-
ing the challenge to management and the
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need to improve this system, reaffirmed its
policy, which had been announced earlier,
of requiring the highest standards of work-
manship.”® Attainment of this objective
was conditioned by many operating diffi-
culties and was especially dependent upon
a degree of standardization in shop opera-
tions that was most difficult to achieve in
the case of clothing repairs and virtually
impossible, generally, until repairs for
stock were centralized. In the meantime,
the quality of the output of the shops
varied greatly, and many shops returned
inferior articles to troop units or to stock.

It soon became clear that control of
shop repair methods was by no means
enough. When the criteria, on the basis of
which worn or damaged items were se-
lected for repair, were broadened, it be-
came much more difficult to produce in
the shops a uniform quality in articles to
be issued for all purposes. More exact clas-
sification of the produce of shops and more
realistic policies for the utilization of this
produce were needed. When these were
established, shop output and methods
could be planned systematically.

Establishment of Class X

As originally conceived, repair of cloth-
ing was simply confined to repairs for re-
turn to the original wearer and repairs for
return to stock. Except in the case of work
clothing, where surface darning was per-
mitted, repairs were limited to those that
would not detract unduly from the ap-
pearance of the garment. Since at times
the rapid expansion of the Army out-
stripped the production of clothing, the
OOMG had to take a broader attitude

™5 (1) Min of Salv and Reclm Conf, pp. 25-26. (2)
Col Falkenau to C&E Br, OQMG, 24 Jun 41, sub:
Establishment of C&E Repair Shops.
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with regard to the type and extent of re-
pairs permitted in order to conserve and
use garments then being discarded in sal-
vage under existing standards. This move-
ment for refinement of standards devel-
oped immediately out of the desire to find
some way of avoiding the use of new
clothing in training activities, where it was
subjected to excessive wear and tear. To
prolong the wear of uniforms, the War De-
partment at first instructed troop com-
manders to use fatigue clothing for drill,
work, and for all duties where the wearing
of the uniform was not necessary.®

Various alternatives were proposed for
the further differentiation of issues, and in
August 1942 the OQMG established an
additional classification for repaired cloth-
ing.”” Known as Class X, this category was
defined simply as “clothing and equipage
which is reparable but not suitable for
issue as class B.”” 7® It was issued without
charge to authorized allowances and with-
out accountability for use in special field
exercises, maneuvers, landing operations,
or other training, and for such fatigue
duties as were destructive to clothing and
equipment. The War Department directed
that Class X clothing be repaired repeat-
edly until beyond serviceability, the mate-
rials required for its renovation to be se-
cured where practicable from salvaged
garments. To prevent misuse by exchange
or turn-in, all such garments were to be
marked with the letter “X” in nonremov-
able ink in places not in evidence when
worn.

The savings accomplished through issue
of worn clothing for these purposes were
incalculable, despite early difficulties in
distributing Class X clothing and in fa-
miliarizing troops with its use. Conversely,
however, as turn-ins and accumulations of
renovated property increased, a need de-
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veloped for bringing the use of this cate-
gory of articles under control. With basic
allowances of clothing and equipage re-
duced, the availability of a special form of
gratuitous issue without accountability
and without allowances being affected was
a source of temptation to many com-
manders. More serious than excessive use
of such special issues was a general trend
toward misclassification that resulted
from placing large quantities of high-qual-
ity garments in Class X. Reports from
service commands in 1943 particularly re-
vealed misuse of Class X issues in this
way.”® This practice resulted partly from
the general difficulty experienced in estab-
lishing efficient classification activities at
stations, and particularly from the classifi-
cation of garments by inexperienced per-
sonnel outside local repair shops and sub-
depots.

For many months stocks of Class X
clothing remained inadequate for Army
needs. Eventually they accumulated until
the distribution and utilization of these
garments caused concern. Quartermaster
depots were then permitted to establish
stock levels for Class X clothing in order to
meet sudden demands from the Interna-
tional Division, ASF. Co-ordination be-
tween the depots and the service com-

6 WD Cir 257, Sec. IV, 31 Jul 42, sub: Conserv of
Wool and Cotton Uniform Clo.

" (1) Ltr, Hq First SvC to TQMG, 23 Jul 42, sub:
Classification of Reclaimed C&E. (2) C&E Br to Salv
and SurplusProp Br, OGMG, 31 Jul 42, same sub. (3)
Salv and Surplus Prop Br to C&E Br, OQMG, 5 Aug
42, same sub.

** WD Cir 287, Sec. VI, 27 Aug 42, sub: Instruc-
tions Governing Exchange of Class C and Class D
C&E.

™ (1) Memo, Col George W. Cocheu, OQMG, for
Dir of Control Div, ASF, 29 May 43, sub: Erroneous
Classification of Clo. (2} Ltr, Col Falkenau, OQMG,
to CG Second SvC, 23 Jun 43, same sub. (3) Memo,
Falkenau for Col Robert H. Fletcher, IGD, 6 Jul 43,
same sub.
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mands also enabled the reclamation shops
to curtail their repairs of Class X clothing
when excesses of these items existed. The
OQMG found a convenient outlet for ex-
cesses through issues to prisoners of war
and for overseas relief.

Class CS (Combat Serviceable)

Until the impact of accumulations of
renovated stocks forced attention to fur-
ther differentiation of issues, particularly
with reference to issues to troops going
overseas, instructions for classification of
clothing and equipage remained relatively
general. As a result of reports of misclas-
sification and continued complaints from
commanders receiving inferior Class B is-
sues, the Salvage Branch formulated ten-
tative instructions for the classification of
clothing in the spring of 1943.%° These in-
structions emphasized that Class B gar-
ments should be serviceable in point of
wear, in complete state of repair, clean,
with no noticeable spots of paint or grease,
approximately of the original shade, not
darned or patched conspicuously except in
the case of herringbone twill garments,
and with buttons of matching shade and
in correct position if these bore distinctive
markings. Class X garments were required
only to be serviceable, clean, and in com-
plete state of repair. Further instructions
limited the repair of Class X by cannibali-
zation of parts from other garments. These
instructions revealed an effort to maintain
the high standards of repair that the Sal-
vage Branch had established as its objec-
tive at the beginning of the repair pro-
gram. They made no attempt, however, to
define the expression “serviceable in point
of wear,” a matter fundamental to all clas-
sification and particularly to the equip-
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ment of embarking troops. The failure to
clarify the expression “in complete state of
repair,” caused difficulties and variations
in repair methods. The shortcomings of
classification were increasingly apparent
as troops were moved rapidly overseas in
preparation for the invasion of Europe,
and as used articles poured from the stag-
ing areas and other sources. It became evi-
dent that the problems of classification,
serviceability, and standardization of re-
pair methods would have to be treated as

“an integrated whole.

During the summer of 1943 inspectors
from the Maintenance Division, ASF, re-
ported that unserviceable clothing and
equipage were being accumulated in large
quantities at repair shops, that troops de-
parting for overseas were turning in large
quantities of used clothing and equipage,
that there was a lack of competent person-
nel to identify, classify, and repair this
matériel, and that more standardized
methods of processing it were needed.®* As
troop units were alerted for overseas move-
ment, particular difficulties were experi-
enced with commanders who insisted on
turning in combat serviceable equipment
in order to replace it with new, or later
model, items. In many cases such replace-
ments were effected without an inspection
to determine combat serviceability, de-
spite regulations to the contrary.?* This re-
sulted in the publication of new instruc-
tions that made such inspection manda-
tory. The War Department further
directed that nothing short of a complete
physical inspection of each item would
constitute compliance. The instructions

80 L¢r, Falkenau to CG First SvC, 22 May 43, sub:
Classes B and X Clo.

81 Hist Rpt, Maintenance Problems, p. 88.

82 WD Cir 267, Sec. 11, 25 Oct 43, sub: C&E.
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prescribed the standards to be applied in
determining the combat unserviceability
of items of clothing and equipage. In gen-
eral, clothing was to be inspected for holes,
tears, frayed edges and facings, abrasion
or thinness of fabric, and excessive fading
and staining.®

In order that clothing and equipment
might be conserved, the problem of classi-
fication demanded a broader attack.
Headquarters, ASF, directed The Quar-
termaster General to prepare more de-
tailed instructions for the classification of
clothing and equipment and recom-
mended more careful training of all clas-
sification personnel.®* The OQMG under-
took a thorough study of the whole prob-
lem, sending representatives to posts,
camps, stations, and staging areas. Its
efforts to correct the unsatisfactory stand-
ards of classification resulted in the publi-
cation of more precise rules for classifying
and utilizing different classes of equip-
ment, In addition to Classes A, B, and X,
Class CS (combat serviceable) was added
to identify property that was used but that
was of such appearance and of such serv-
iceability as to justify its issue to troops
moving overseas and its shipment to over-
seas theaters for issue. If, for example, the
basic material of a garment was durable
enough to provide 75 percent of the wear
expectancy of a similar new item, and if
the garment was completely repaired, had
no stains, darns, or patches to cause an un-
sightly appearance, and was not exces-
sively faded, it was classed as combat serv-
iceable.®*” However, the question of accept-
ability to the troops remained. This was a
never-ending problem, for, regardless of
instructions, “the subject of combat serv-
iceability is and always will be a matter of
personal opinion.”*®
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Training Program for Classification

The publication of standards of service-
ability for clothing and equipment was im-
portant, but standards could not be put to
effective use until personnel engaged in
classification activities at repair shops,
staging areas, personnel replacement de-
pots, ports of embarkation, depots, and
posts, camps, and stations were trained in
the interpretation and uniform applica-
tion of these standards. The OQMG in-
augurated a program for such training
late in June 1944 with a course given at
Camp Lee for a small number of officers
drawn from repair subdepots and depots.
These officers were to become the nucleus
for teaching other classification personnel.
This original group was to prepare a plan
that could be used within service com-
mands and central and regional repair
shops and that would provide for training
of supervisory civilian personnel engaged
in classification. Emphasis was to be
placed upon the development of standard

83 WD Cir 277, 2 Nov 43, sub: C&E—Insp. in
POM.

8 Memo, Dir of Sup, ASF, for TQMG, 22 Mar 44,
sub: Classification of C&E,

85 (1) 1st Ind. TQMG to CG ASF, 16 May 44, 0n
memo cited n. 84. (2) WD Cir 296, 14 Jul 44, sub: Es-
tablishment of Standards of Classification of C&E.

86 (1) 2d Ind, Deputy Dir of Sup, ASF, to TQMG,
15 Sep 44, on Ltr, Col C. W. Woodward, CO Char-
lotte QMD, to OQMG, 4 Sep 44, sub: Equipping of
Certain Units. (2) No matter how carefully the QMC
defined its standards on clothing, there were bound
to be differences of opinion. Until agreement was
reached with the ground troops and the air troops
who had to accept the garments, the problem re-
mained. “You can classify a garment combat service-
able, but if the man who has to take the garment
doesn’t agree, what’s the use?” What was needed was
a standard approved and accepted by all elements of
the War Department. Extracts of Min of Sixth Semi-
Annual SvC Conf, 1-3 Feb 45, p. A10.
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procedures for classification as well as
illustrative material for inclusion in a
manual.®’

The second phase of the training pro-
gram was initiated when these officers
were assigned in groups of three to teach
at three central repair shops operated by
the Jersey City, Kansas City, and Califor-
nia Quartermaster Depots.?® The instruc-
tion was offered for the benefit of classifi-
cation officers from the headquarters of
the service commands, the AAF com-
mands, and the ports of embarkation;
from Quartermaster regional supply de-
pots; from central repair shops and service
command regional repair shops; and from
those posts, camps, and stations where
staging areas, personnel replacement de-
pots, and aerial ports of embarkation were
operated. The Quartermaster General
had been made responsible for the train-
ing of key personnel assigned to clothing
and equipage classification duties at these
installations. The commanders of such in-
stallations were responsible for instructing
all other personnel engaged in classifica-
tion duties.®®

The third phase of the training program
rested with the headquarters of the service
commands and of the AAF commands.
When their representatives returned from
attending the central repair shop course in
classification, they in turn gave instruction
in the classification of used clothing and
equipage to post, camp, and station per-
sonnel within their commands.””

In its program of training, the OQMG
centered immediate attention upon the
problem of classifying clothing. Equipage
and general supplies also required repair,
and by the fall of 1944 training had been
extended to include instruction in the
classification of these items.*"
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Improvement of Repair Shop Production

Backlogs

From the beginning, the OQMG em-
phasized the importance of capacity op-
erations in Quartermaster repair shops.
Until troops were sent overseas in large
numbers, reducing the over-all troop
strength in service commands and thus
producing excess capacity in various cloth-
ing and equipment repair shops, the im-
mediate problem was the elimination of
backlogs of repairs. These backlogs accu-
mulated as a result of fluctuations in troop
strength, personnel shortages, and other
factors. As the facilities of the clothing and
equipment repair shops became overtaxed,
a system of transferring excess reparable
equipment to the next higher echelon of
repair was instituted. In turn, excesses be-
yond the capacity of the regional shops to
handle were shipped to repair subdepots.®*

In the fall of 1944 this procedure was
further clarified by directions that repara-
ble equipment which had accumulated at
a post, beyond the capacity of the cloth-

87 Ltr, Gen Feldman, OQMG, to Dir of QM Bd,
Camp Lee, Va., 6 Jun 44, sub: Tng Plan for Instruc-
tion in Classification of Used C&E.

8% Ltr, TAG to AAF Commands ef al., 23 Jun 44,
sub: Instruction in Classification of Used C&E.

%9 (1) WD Cir 296, 14 Jul 44, sub: Establishment of
Standards of Classification of C&E. (2) The Quarter-
master General was also responsible for training clas-
sification officers at Quartermaster depots and Quar-
termaster sections of ASF depots, and, accordingly,
instruction was provided at those installations. Ltr,
Brig Gen Wilbur R. McReynolds, OQMG, to CO
Atlanta ASFD et al., 26 Jul 44, sub: Tng of Depot Pers
in Classification.

0 See, for example, Ltr, Hq Eighth SvC to TQMG,
14 Aug 44, sub: Conf on Classification of C&E.

*t'Ltr, Gen McReynolds, OQMG, to CG CFQMD,
7 Sep 44, sub: Course in Classification of General Sup
Items.

92 WD Cir 329, Sec. IV, 20 Dec 43, sub: C&E.
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ing and equipment repair shop to repair
within sixty days, was to be reported to the
commanding general of the service com-
mand for redistribution to other facilities
under his control. A sixty-day limit was
also established for the shop production
capacity of all repair installations under
his control. Backlogs in excess of this
capacity were reported to The Quarter-
master General for shipment to central re-
pair shops. In order to expedite the repair
of items in short supply, The Quartermas-
ter General might require service com-
mands to report backlogs of such items
amounting to less than sixty days’ shop
production capacity of all service com-
mand repair installations.®®

On the other hand, by the fall of 1944
the sharp reductions in troop strength
within certain service commands made ex-
cess capacity available in clothing and
equipment repair shops. It was therefore
directed that when backlogs at such shops
dropped below forty-five days’ capacity,
the commanding general of the service
command was to be informed in order that
he might allocate additional items to the
shops for repair. Similarly, he advised The
Quartermaster General when the backlog
of all clothing and equipment repair in-
stallations under his control fell below
forty-five days’ production capacity.®*

To reduce the backlogs that accumu-
lated rapidly in 1944, the service com-
mands took prompt and energetic action.
In addition to shipping excess repairs to
central repair shops,’® production in re-
pair shops was increased by establishing
second shifts when it was possible to em-
ploy additional civilians. Furthermore, use
was made of prisoners of war who were
trained for repair shop work. It was possi-
ble in some instances to increase machine
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capacity. Action was also taken to speed
up classification by increasing both the
number of shifts in operation and the
number of personnel engaged in classify-
ing unserviceable property.®

Production Scheduling

A series of conferences conducted by the
Maintenance Division, ASF, with repair
shop personnel early in March 1944 de-
veloped suggestions for improving produc-
tion in repair shops and curtailing over-all
procurement by establishing for each cen-
tral repair shop production schedules of
required clothing and equipment as set
forth in the Army Supply Program. These
facilities could then concentrate on their
quotas in order to reduce over-all require-
ments for designated items.

The Salvage Branch, OQMG, took steps
to make practical application of the sug-
gestions offered by the repair subdepot
personnel. It was anticipated that produc-
tion scheduling, when fully effected, would
permit a closer tie between repair activities
and new procurements in the development
of the Army Supply Program. The OOMG
hoped to reduce new procurements of tex-

93 WD Cir 411, Sec. I, 20 Oct 44, sub: C&E.

4 (1) fbid. (2) Ltr, Col William J. Gainey, OQMG,
to CG Seventh SvC, | May 44, sub: Rpt of Insp of
C&E Repair Shops. (3) Memo, Dir of Sup, ASF, for
TQMG, 13 Jun 44, sub: Utilization of C&E Shops.

9% The Fourth Service Command, for example, re-
ported that during July and August it was shipping
excess clothing and equipment repairs at the rate of
two carloads of clothing per week to fifth echelon re-
pair shops, and two carloads of canvas and webbing
per month to the Memphis Repair Subdepot. 1st Ind,
QM, Hq Fourth SvC, to TQMG, 8 Sep 44, on Litr,
TQMG w CG Fourth SvC, 4 Sep 44, sub: Backlog of
C&E.

9¢ (1) Ibid. (2) Ltr, TQMG to CG Eighth SvC, 4
Sep 44, sub: Backlog of C&E, and 1st Ind, Hq Eighth
SvC o TQMG, 12 Sep 44.
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tile items during the next twelve months
by about $200,000,000 through the use of
items returned by repair installations to
stock for reissue.®” Production schedules
that included the major items processed
by depots were forwarded to repair subde-
pots. The latter were advised each month
with regard to items on which to concen-
trate their efforts.®®

By the spring of 1944 the Quartermas-
ter repair activities, carried on in its sub-
depots, service command regional shops,
and clothing and equipment sections of
combined maintenance shops, had reached
such proportions that the production of
Class B items had to be considered in the
preparation of the Quartermaster section
of the Army Supply Program. The OQMG
complained, however, that it was receiv-
ing inadequate data for the purpose of es-
timating requirements. It indicated that
many of the figures reported for repairs on
hand, for example, included only matériel
physically located in the shop and gave no
consideration to the backlog of reparable
items held by the quartermasters at posts,
camps, and stations. By way of illustrating
the discrepancies that existed, the OQMG
pointed out that Headquarters, Ninth
Service Command, reported that as of 29
February 1944 there were 2,678,743
pieces of clothing and equipment awaiting
repair in that service command. On the
other hand, the figures obtained by con-
solidating reports sent in to the office from
individual stations showed a backlog of
517,433 pieces. Such data were useless in
determining requirements, and more ade-
quate reports were needed.®®

Meanwhile the Maintenance Division,
ASF, was at work upon the general prob-
lem of control reports.. By July the Supply
Control System had replaced the Army
Supply Program, and, since it had ac-
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quired responsibility under this system for
estimating the amounts of matériel to be
returned to stock through repair channels,
the division was more than ever concerned
with the development of an adequate sys-
tem of reports.

Estimating the amounts of matériel that
would be reclaimed in Quartermaster re-
pair facilities in turn necessitated the
preparation of forecasts of the quantities
that would be repaired and returned to
stock. These quotas for repairing items for
return to stock were prepared for Quarter-
master repair installations on the basis of
information developed by field reclama-
tion offices, data assembled on capacities,
schedules, work loads, and output of
shops, machine capacities, and the quan-
tities of articles that would become avail-
able for repair. These quantities consti-
tuted a backlog for production and con-
sisted of the items on hand in repair shops,
those awaiting repair but not yet located
at the shops, and those, not yet classified,
which it was estimated would become
available for repair. Based on the pre-
scribed quotas established by the OQMG,
the QMC took maximum credit in supply
control for such repairs, thereby decreas-
ing the amount of new procurement esti-
mated to be necessary.'*

97 Address, Maj Jacob Haas, OQMG, at Conf of
Key Pers, Kansas City QM Repair Subdepot, 1 Sep
44.

%8 See, for example, Ltr, Col Hamilton, OQMG, to
CG Calif QM Repair Subdepot, 29 Aug 44, sub: Pro-
duction Schedules for Sep; Oct, Nov, and Dec 44.

99 Memo, Col Georges F. Doriot, OQMG, for CG
ASF, 3 Apr 44, sub: Relation of Repair Activities and
the ASP,

100 (1) Memo, TQMG for CG ASF, 15 May 45,
sub: ASF Cir 156, 1 May 45. (2) Memo, Dir of Sup,
ASF, for TQMG et al., 2 Nov 44, sub: Returned Stock
Included in Sup Control Rpts. (3) The responsibility
for preparing these estimates was assigned to the
Service Installations Division by OQMG OO 25-115,
26 Jan 45.



RECLAMATION AND CONSERVATION ACTIVITIES

Production-Line Method of Repair

The production-line method of repair
had been adopted at repair subdepots
when they were established by the OQMG
early in 1943 as a means of conserving
critical manpower and increasing the
amount of work per employee. At a con-
ference in May 1944, commanding officers
of the subdepots suggested that key per-
sonnel from both regional and station
clothing and equipment repair shops be
sent to the central repair shops to study
their repair methods. The ultimate objec-
tive was to extend, where practicable, the
production-line method of repair as
another means of improving production.
The OQMG initiated the program by
sending technically qualified personnel to
assist the regional repair shops in install-
ing this method of operation. By the first
week in June, it had completed such
action in the First and Ninth Service
Commands. '

In the meantime the Maintenance Divi-
sion, ASF, directed the OQMG to widen
the application of the production-line
method of operation by developing a plan
for training key civilian personnel of the
clothing and equipment repair shops in its
use.'”” The OQMG prepared and put into
operation by September a training pro-
gram to acquaint both operating and
training personnel with the standard of
procedures for the repair of clothing and
equipment, to give them additional infor-
mation on classification, and to assist them
in developing a sound training program so
that the individual worker at each repair
installation might be thoroughly trained
in the proper performance of his job.
“Quality control of the training program
in each repair installation” constituted the
final phase of this program and insured by
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continuous follow-up that proper training
methods had been instituted.'*

Specialized Shops

Improving classification, decreasing
backlogs, and applying production-line
repair methods as widely as possible were
all a part of the effort being made during
1944 to increase the production rate of re-
paired items and return them quickly to
supply channels for further use. While im-
provements were made, inspections and
investigations disclosed that procedures
being followed by the technical services in
repairing equipment for return to stock
lacked systematic control and entailed a
large amount of duplication in the work
performed by repair shops. This duplica-
tion had arisen from the changed condi-
tions developing in the zone of interior. As
military organizations and personnel
moved to overseas theaters in 1944, huge
amounts of matériel were turned in to sup-
ply channels for repair. At the same time,
the departure of the troops reduced the
workload at clothing and equipment re-
pair shops that repaired for return to the
original user. As a result, these shops re-
paired unserviceable matériel for return to
stock, but since their facilities were not
always adequate and their personnel were
not thoroughly trained in procedures and

101 (1) DOMG for Sup Ping to Dir-of Sv Instls Div,
OQMG, 15 May 44, sub: QM C&E Repair Sub-
depots. {2) Col Hamilton to DQMG for Sup Plng,
OQMG, 8 Jun 44, same sub.

192 (1) Memo, Dir of Maint Div, ASF, for TQMG,
20 May 44, sub: T'ng of Key C&E Repair Pers. (2) Ist
Ind, Col Hamilton, OQMG, to Hq ASF, 12 Jun 44,
on above memo.

193 (1) Memo, Gen Barnes, OQMG, for Maint Div,
ASF, 31 Jul 44, sub: Tng Plan for Instruction of Key
Pers. (2) Address, Maj Jacob Haas, OQMG, at Conf
of Key Pers, Kansas City QM Repair Subdepot, |
Sep 44.
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methods, the repaired items returned to
stock did not always meet established
standards and the depots felt compelled to
reinspect and reclassify the matériel sent
to them before reissuing it.

At the request of the Commanding
General, ASF, and on the basis of experi-
mental repair programs tried out in the
Third and Fourth Service Commands, the
Control Division, ASF, developed a pro-
gram to expedite the return of matériel to
supply channels.’** The ASF proposed
designating certain maintenance shops as
specialized shops on the basis of selection
by the chiefs of the technical services and
the commanding generals of the service
commands. These specialized shops, and
no other station shops, were to repair for
return to depot stock. They were to be re-
sponsible for identifying, classifying, and
repairing equipment as well as inspecting
and packaging it prior to shipment to the
depots. The inspection was to be per-
formed by inspectors representing and re-
sponsible to the chief of the technical serv-
ice concerned, and acceptance by these in-
spectors was to be final. The ASF main-
tained that it had no intention of designat-
ing specialized shops for repair of specific
items for which adequate facilities already
existed.

In addition, the ASF provided for the
automatic evacuation of matériel, but this
was soon found to be in conflict with other
instructions governing the disposition of
excess stocks. The confusion was elimi-
nated the following month by new instruc-
tions that met the objections voiced by the
OOMG."* The OQMG had been dis-
turbed by the procedure prescribing auto-
matic shipment to the specialized shops of
excess serviceable property on hand at sta-
tions that did not constitute a standard
pack or that had been removed from the
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original container. In the case of Quarter-
master items, many of which would not
normally be found at stations in standard
packs, the shipment to specialized shops
would be wasteful of transportation since
the shops in many instances were far re-
moved from the supply depot. The revised
instructions provided that such serviceable
property could be automatically shipped
to the depot supplying the item to the post,
camp, or station or to points designated by
the chief