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Viii PREFACE

in apolitical party unhappily poisoned and paralysed
by internal dissension amongst its better known
members. The other was a visit paid me during my
convalescence by an old comrade of the Great War.
He entreated me to take advantage of my seclusion
from active political warfare to give my”* account of
the events of the War. He reminded me that | was
the only official figure who went right through it
from the declaration of War to the signing of
Peace. He urged that the real history of the War
might not—and probably would not—be written for
another generation, but that the books written to-day
by the men—generas and politicians—who had a
share either in the fighting or in the direction would
constitute the principal material upon which the
historian would draw for his facts and impressions.
A || these books gave the point of view of theindividual
writer, biased naturally either by limitation of his
opportunities or by a controverted theory of events,
or, too frequently, by the exigencies of a personal
apologia. It was pointed out to me that | was the
only person in authority who was in Mr. Britling's
position. | " saw it through " from the outbreak of the
quarrel to the settlement of the terms. There are
multitudes who were better acquainted with certain
aspects of the War ; there are, or were, a few who for
alimited period were in a better position to view the
struggle as a whole; but thereis no one (and | often
recall the fact with horror) who was as intimately
acquainted as myself with the war direction through-
out thewhole of itsrending and tearing course through
the vitals of mankind.

To tell the story at all is like repeating what was
seen in a nightmare, and | shrank for years from
writing my record of the horrifying details. It is not
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CHAPTER |
THE BREWING OF THE STORM

I. FIRST CONTACT WtTH FOREIGN AFFAIRS

IN the year 1904, on the day when the Anglo-French
Entente was announced, | arrived at Dalmeny on a
couple of days’ vist to the late Lord *
'E)Ofd Rose- f Rosebery. His first greeting to me was :
e & " Well, | suppose you arejust as pleased
as thereg of them with this French agree-
ment ? " | assured him that | was delighted that our
snarling and scratching relations with France had
come to an end at last. Hereplied: " You are all
wrong. It means war with Germany in the*nd ! "
About a year after this prophetical utterance |
became for the first time a Minister of th”Crown.
Had anyone then told me that before | cease*to hold
office in the British Cabinet | should not only have
witnessed a war between Britain and Germany, but
have taken an active, and in fact a leading part in its
prosecution, | should have treated such a forecast as
one of the many wild predictions of good or evil with
which every public man is assiled by persons of
unbalanced minds.
Before my appointment | took very little part in the

voL. 1 A
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discusson of foreign affairs and had no pretence to a
My early greater knowledge of their intricacies than
detachment that which is posessd by the average
fromforeign  Member of Parliament who has read
affairs history, and brings it up to date with such
information as is supplied by the leading newspapers
and reviews of all Partiess My interests were
definitely centred on more domestic matters ; on the
special concerns of Wales, and on the education con-
troversy, free trade, Home Rule, the land question
and social reform. In foreign policy | had always
been, as | am to-day, an ardent advocate of the rights
of small nationalities, and | had been trained to
believe in a peaceable settlement of the differences
which arose between the nations of the world. Not-
withstanding the snister growth of armaments and a
feverish anxiety to perfect them in all countries, there
had been unbroken peace for over forty years
between the Great Powers of Western Europe, and
this bred a cheerful if illusive hope that the world
woul”.yltimately abandon war as a tribunal for
aHjudicating international disputes. This happy
confidence in the gradual and final esxape of the
world from the perils of war (except against savages)
was fostered, as | shall show later, by the extent to
which nearly all of us, even Cabinet Ministers, were
kept seduloudy in the dark about our foreign
conversations and commitments.

| was, of course, well aware of the secular antagon-
ism between France and Germany ancf how that
Traditional  @ntagonism had been kept alive by the
viewsofthe tearing from the sde of France of two of
British politicalher best-beloved provinces. The Franco-
parties Prussan War was a memory of my
boyhood. After the fall of the Empire, Radical
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sentiment tended to be pro-French in sympathy with
the democratic institutions of our nearest neighbour,
whereas Conservative opinion inclined to be more
pro-German.

Inside the Liberal Party the tradition of its more
advanced elements ever snce the days of Charles
James Fox had been one of congtant friendliness
towards the French Republic n English Conserv4iism
had never quite got over the prgudicesandapprehen-
sons roused by the French Revolution and the
Napoleonic episode, and Liberal Imperialism was

inclined to follow in the track of the Anti-Revolution
1]

whigs. ... " ...

Mr . Gladstone was passionately pro-French in his
general attitude. The Bismarckism of blood and iron
never appealed to him. Hewas essentially
t%'g“éghg?gat a Liberal in foreign affairs. When he
visted Caernarvonshire in 1892, | was
invited by Sir Edward Watkin to meet
him at dinner at the Watkin chalet on the dopes of
Snowdon. It was a small party. Apart from the
membersof the family, the late Tom Ellisand | were
the only other guets. M. Gladstone did practically
all the talking at the dinner-table and afterwards,
and the regt of us, only too thrilled to meet and hear
this great figure from a past world, were naturally
content to listen in slence.

He was 83 years of age, but showed none of the usual
symptoms of senility. He was vital. His deep vibrant
tones were musc to the ear whatever he said. That
evening he was at times even gay and merry.

His conversation ranged over a curious variety of
topics. Hetalked for some time on the development of
transport in the country and the improvement in the
habits of the people who were associated with it; the
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sodden driver and the drunken osler of the past
against the sober engine driver and railway porter of
to-day. Toillustrate this theme he told us one or two
quite amusing dories of his experiences in the old
coaching days. | can only recall one of his tales.
When pogting from Wales to London he sat on the
box seat, and in order to relieve the dreary hours he
sought conversation with the driver, who was a fine
gpecimen of what much beef and more beer could
produce. Not achieving great success by ordinary
conversation he pulled out a handsome watch of
which he was proud, opened it, showed the works to
the driver and explained to him the function of the
various whedls and levers. The only observation he
elicited was: " What puzzles me is how you wind
that 'ere watch when you get home drunk."

He then gave us a dissertation on corrugated-iron
roofing, and the difficulties which had been encoun-
tered in keeping buildings of this kind warm in winter
and cool in summer. The last subject was suggested
by the fact that the chalet was built of this material.
He then diverged to other reminiscences. He recalled
with regret the prohibitive price of sugar candy when
he was a boy and told us with gusto of his delight
when he discovered recently, in walking along
the dreats of some obscure town in Cheshire, how
cheaply you could to-day purchase this joy of his
departed youth.

He then launched out into a wonderful panegyric

on the people of France. | think it arose'
Go'la‘?‘sut?“e'? out of a reference to the Channel tunnel
A e O which Sir Edward Watkin was then pro-
moting. M r . Gladstone made it quite clear
that in hisjudgment the French were a much more
enlightened, broadminded and civilised people than
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those over whose destinies he was at the moment
privileged to preside. The Radicals of that day
might not have accepted his perfervid eulogies on
the superiority of French intelligence, but apart
from that his outburst more or less represented the
Radical attitude towards the French Republic and
its citizens at the time when | came into active
politics. On the other hand, Germany, with her
militarism, her autocracy and her constitutional de-
vices to enhance the voting power of property and to
depress and restrict the power of the worker in the
State, and her resolve generally to keep democracy in
its proper place, evgked a good deal of sympathetic
approval amongst the more Conservative elements in
the country.
L ord Rosebery and his friends did not share in these
Radical sentiments towards French democracy. Their
attitude was one of distrust of France and
mgmce ill-concealed goodwill towards Germany.
Por Germany During _Lord _Ro;ebery's occupation of
the Foreign Officein 1892-94, he had once
or twice engaged the country in grave disputes with
France and brought us to the brink of serious conflict.
In the House of Commons his Under-Secretary, Sir
Edward Grey,* in alluding to the menace of some
French movement towards the British sphere of
influence in the Sudan, had characterised it as " an
unfriendly act." The Radical supporters of the
Government resented the threat implied in the
phrase, and they continued to view with great
suspicion Sir Edward Grey's attitude towards
France.
When the Campbell-Bannerman Administration
was formed, it was sharply divided into two sections :

* Now Vitcount Grey of Fallodon.



6 WAR MEMOIRS

the Radical clement, of which the Prime Minister
Divided was the chief, and the Liberal Imperial-
views of igo6 19tS, relics of that element which deserted
Liberal Fox and backed Palmerston. Chief
Government  among them were Mr. Asquith,* Sir
Edward Grey and Mr. Haldane. Therewas a per-
ceptible difference of attitude between the two sections
on quegtions of foreign policy. The old pro-Boers
inherited the pacifis doctrines of Mr. Gladstone.
The Liberal League members of the Cabinet affected
a more Palmerstonian attitude in foreign affairs.
The former suspicion of France which characterised
them in pre-Entente days had by this time altogether
vanished, even from the stubborn mind of Sir Edward
Grey, but for it was substituted a worrying distrust
of the desgns of Germany.
This was by no means confined to the Foreign
Secretary. Germany's naval shipbuilding programme
- was largely responsible for this change
Appsr:'d"gqﬂr?” in the Tory and Liberal Imperialist
g’e“rmany,\tjasy attitude towards Germany. The Kaiser
frequently boasted that he created the
formidable Navy of Germany, and he was always
contemplating and reviewing it with the pride of a
Creator. He saw and said it was good. What good
it brought Germany is not evident, but the story of
the evil it wrought will always remain one of the most
poignant chapters in the history not only of Germany
but of mankind. It was partly responsble for the
World War. It undoubtedly helped to range the
British Empire amongs the enemies of Germany and
later on it brought America into the war. Apart
from thesefacts, it joon tribu ted.JteJIMt irit of arrogant
superiority which dictated the course of German

* Afterwards Lord Oxford and Asquith, d. 1928.
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dmloix® to the sense of jagprejhen-
sion which drew other powerful nations to military
and navel understandings Its creation undoubtedly
helpe3Ttb stimulate the Kaiser's fatal swagger.

The blustering zeal which he threw into the
building of his redoubtable navy was regarded as a
threat not only to Britain's supremacy at sea but to
her actual security. Foolish speeches delivered by
men of no inconsiderable authority and influence in
Germany, hinting a challenge to Britain's fleet, were
quoted in the British Press and caused uneasiness in
minds not readily given to panic. The Radical
section of the Cabinet were just as much alive as
their Imperialist colleagues to the menace which
rival warship programmes involved to the good
relations they were anxious to maintain with Germany
aswell aswith all other nations.

| first became directly concerned with this issue
when in 1908, on the death of Sir Henry Campbell-
Bannerman and Mr. Asquith's accesson to the
Premiership, | left the Board of Trade to succeed Mr.
Asquith as Chancellor of the Exchequer. In this
post it became my duty to find the money for naval
programmes, and Anglo-German relations thus
became a subject in which | was departmentally
interested.

| might here say a word as to the two crises which
occurred in the Asquith Cabinet over shipbuilding

programnmes submitted by the Board of
Shipbuilding ~ Admiralty. The first was in 1908, when
gﬁg‘the Mr. M'Kenna was First Lord of the

Admiralty ; the second in 1913-1914,
when Mr. Winston Churchill held that post.

As Chancellor of the Exchequer, | never resisted
any addition to the strength of the Navy which would
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provide a reasonable margin of security against the
increases in the German Navy effected by the ship-
building programme of the German Admiralty, My
opposition to the demands of the Board of Admiralty
in 1908 and 1913 might be summed up in the fourfold
proposition :—

1. TheAdmiralty demand an extrava-
gant margin which is burdensome and
provocative ;

2. Weought to concentrate more on small craft
for the protection of our trade routes and less on
mammoth ships;

3. There is a growing reaction in the world
againg the burden of increasng armaments,
and a general desre for a better understanding
between the nations. We ought therefore to
concentrate more on seeking an arrangement
with Germany as to competitive building than
on provocative programmes ;

4. During the 1913-14 dispute in the Cabinet
over the Admiralty estimates | pointed out that
Germany was now devoting her attention to
strengthening her Army rather than her Navy.

My four
proposition

In my first protest against what |1 conceived to be
panic demands from the Admiralty | received the
zealous and energetic support of Mr. Winston
Churchill. Unfortunately, by 1913 he had become
First Lord of the Admiralty, and his inflammable
fancy had been caught by the fascination of the
monster ship. The fight against " bloated arma-
ments"—to use the old Disraelian phrase—was
weakened by so formidable a defection.

| do not propose to discuss at this point the merits
of the controversy, but | would like to mention
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two or three facts in justification of the attitude
adopted by the Radical section of the Cabinet. |

have consulted the memoranda and
Defenceof ~ counter-memoranda which were put in
Radical view duringthe 1913 discussons. The Treasury,

which was not without information from
expert naval sources, claimed that even if we
proceeded with the old accepted programme,
rejecting the new proposals, we should still have in
1917 the following margin of superiority :—

Dreadnoughts . . ......... over 84 per cent.
Pre-Dreadnoughts . . . . . . . 27,
Armoured CruisSrs . . .. . .. 2718 ,
Light Cruisers . .. ... ... over 70 ,
Torpedo Craft. . . ... ...... 60 ,

This estimate was based, not merely upon numbers,
but upon a qualitative comparison which included
speed, weight of guns and age. These figures were
not accepted by the Admiralty. The Treasury
computation assumed too great a margin of superiority
in Dreadnoughts, but the dfted figures showed a
secure margin. There was a further argument
advanced by the Treasury and their supporters, viz.,
that, throughout the whole of the shipbuilding
competition between Germany and oursdves for
the pagt ten years, we had always forced the pace by
increasing the size of the ships, the weight of guns,
and the speed of our vesds beginning this fatal
competition with the laying down of the first Dread-
nought in 1904. At that date we had a crushing
superiority of strength against any possiblecombination
of foreign fleets. The laying down of the Dread-
nought seemed to many of us a piece of wanton and
profligate ostentation.
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As to the second Treasury proposition, that we
ought to concentrate more on small craft and les
on big ships, the experience of the War was a
complete vindication of the point of view taken by
the Treasury in 1913. We suffered severely from
the shortage of cruisers and torpedo-boat destroyers
for the protection of our vessds mercantile and naval,
against submarine attack; and the Admiralty, under
the direction of Sir John Fisher, had to work with
feverish energy to make up this serious deficiency.
The shortage in itself was created, not so much by
thefact that we had not a sufficient number of torpedo-
boat destroyers, but because the vulnerability of our
great battleships and battle cruisers to torpedo attack
was such that we had to detach the best part of our
tor pedo-boat strength to defend them.

With the third and fourth propostions | shall
have to deal in the course of my narrative.

It was of course impossible not to have an uneasy
feeling that the German battle fleet was built with
German the design of challenging British naval
challengeto  supremacy. Grand-Admiral von Tirpitz
the British  jn his memoirs is quite explicit about this,
fleat and so at times was the Kaiser. | do not
say that they deliberately st before themsdves as
their goal a war with Britain that would destroy our
fleet. They would have been content if their fleet
grew so powerful that it frightened Britain into
renouncing her supremacy at sea without a fight.
But von Tirpitz, the real creator of the German Navy,
avows openly that they would be content with
nothingless

Opposed as | was to inflated armaments, | never
hesitated in the view that Britain could not afford
and would not allow such a situation to arise. We
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had no army large enough to defend our country
against the enormous conscript armies of the Continent.
Our fleet was still just as much the sole guarantor
of our liberties and independence as in the days of
Napoleon. We should therefore have to go on build-
ing ship for ship, and three ships to two, against any
effort of the Germans. Our financial resources and
shipbuilding equipment were adequate to counter
their utmost achievement in naval rivalry. But,
this being the position, it was no less obvious that such
unrestricted competition would involve quite needless
financial exhaustion and growing irritation for both
countries, and would.* only leave them at the end,
with empty pockets and burdened backs, in the
same position of relative strength as that from which
they had started.

As one who had been taught to believe that peace
was the only sane and sound basis for human progress,
| sought to allay the growing antagonism between the
two nations. As Chancellor of the Exchequer, |
could not be indifferent to the cost of the usdess naval
competition. It was an exhausting drain upon
resources sadly needed for social amelioration and
national development. So | sought some means of
reaching an agreement with Germany which would
enable us on both sdes to slow down the rate and
volume of our naval construction.

An opportunity for this seemed to present itself
when at the suggestion of Sir Edward Grey in July,

_ 1908,1 came into contact with the German
Mymeetings  Ambassador, Count Metternich. of
V,\;'g‘temich our meeting | made some years later a

note from memory, which | reproduce
here .—
" Soon after | became Chancellor of the Exchequer
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in 1908, Count.Mctternich, the German Ambassa-
dor, invited me to lunch at the Embassy. | had
never met the Ambassador and | had a suspicion
that the invitation had some political purpose.
After lunch he soon made it clear why | had been
asked. He knew that | belonged to the more
pacifist group in the Cabinet. He introduced the
subject of the growing suspicions between our two
countries. | thought it a good opportunity for
explaining to him that the real ground for the
growing antagonism in this country towards
Germany was not jealousy of her rapidly develop-
ing commerce but fear of her growing Navy. |
pointed out how completely dependent we were
on our overseas supplies for our daily bread, and
that any country that wrested from us the supremacy
of the s would be in a position to starve our
population into abject surrender in a few months.
| adso urged that if our sea defences were over-
whelmed by a superior naval force, our Army could
put up no effective resistance against the huge
military machines of the Continent. | thought it
well to tell him that on the subject of maintaining
the invulnerability of our shores by means of an
adequately superior Navy there was no difference
of opinion in the Cabinet, and that although | was
one of those who were opposed to these huge
armaments, | should, if our community were in the
least imperilled, be the first to propose even a
loan of £100,000,000 if that were necessary to
inaugurate a programme for building a Navy
adequate to our safety. | said to him, 'If this
rival shipbuilding goes on to such an extent as to
render our people seriously apprehensive of invasion
we shall be driven inevitably to adopt conscription
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and thus raise an army capable of defending our
shores against any invader." He replied quite
curtly, ' Do you think we should wait ?"

M. Delcasse had just been driven out of the
Quai d'Orsay largely owing to German hostility.
He had, however, been well received in London
on his visit to this country immediately after his
dismissal. | forget how his name cropped up in
our conversation. | only remember one passage.
When | said, * You dismissed M. Delcasse from
his position of Foreign Secretary in France’® he
cut in tartly, ' But evidently not in England !’
| proceeded, ' If Germany had demanded the
dismissal of the most unpopular Minister in this
country he would by that very demand be trans-
lated to the highest altitude of popular favour/

The luncheon party was, | fear, not a success.”

Since the above note was written, | have, through
the courtesy of the German Foreign Office, been
TheGerman able to study the German Diplomatic
diplomatic Correspondence for the period in question.
recordsofthe  From this | am reminded that there were,
INEVIeWs i fact, two interviews with Metternich,
separated by an interval of about a fortnight.

The first was on 14th July, 1908, when | was
invited by Sir Edward Grey to lunch, to meet Count
Metternich, and the second was the lunch already
referred to at the German Embassy on the 28th.
Both of these interviews were reported very fully to
Berlin by Metternich, and came before the Kaiser,
whose annotations to the reports are highly significant
of the German attitude at that time. They are adso
worth study for the light they throw on the character
of the Kaiser—the quick lesps from sene to
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superciliousness which later on precipitated the world

catastrophe.

| reproduce the full text of the report

on Grey's luncheon party, and extracts from the
later interview with myself :—

SECRET.

Marginal Com-

London, July 16th, 1908.

The day before yesterday Sir Edward

ments by the Grey invited me to breakfast * at his

Kaiser.

house with Mr. Lloyd George. The
present Chancellor of the Exchequer
has in a short time educated himself
from an ultra-radical Welsh lawyer into
a leading and esteemed personality in
his Party and in the Cabinet. As he
thinks imperially he is aso respected by
the Unionists. If | remember rightly,
he allowed himself some years ago as a
representative of the Opposition to have
now and then a dig at Germany in
Jingo fashion. As responsible Minister
| found him to be of a conciliatory
attitude of mind.

When | touched upon the question
raised in Parliament regarding espion-
age, he agreed with me that unfortu-
nately every bit of nonsense was
believed here, as soon as it had to
do with Germany.

When | remarked that it was a pity
that English policy seemed to wish to
exchange French friendship for German
hostility, and that the Entente policy

* Lunch.



(1) Yes.

(2) Get man Ter-
ritory !

(3) Well said!
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had called forth the uneasness in
Europe, Sir Edward Grey stated more
or less as follows : During the last ten
years England had severa times very
nearly got into warlike complications
with France and Russia. Without an
amicable arrangement it would probably
have come to awar already. There was
only an Entente with France. None
"yet" with Russia. Against this, Ger-
many had the Triple Alliance. It was
incomprehensible how one could speak
in this connection of a policy to isolate
Germany.

Mr. Lloyd Georgejoinedin by saying
that it probably was the diplomatic
support of France by England which had
upset Germany (1). Sir Edward Grey
replied that as far as Morocco was con-
cerned, England was pledged to give
that support.

| remarked that France was in an
absolutely sfe position as long as she
recognised the status quo in Europe
(2). Alone she could not attack this.
However, supported by England the
idea of revenge might one day come to
life again (3). Avis au lecteur: The
article in the " Temps," which recom-
mended England to have a strong army
in order to become qualified for an
alliance.

When Mr. Lloyd George expressed
the opinion that he did not believe
France had intentions of war, although
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the. French had not been able to make

up their minds to recognise the pact, |

replied that | also did not believe in any

such intentions of the French. Also,

that 1 had not the slightest objection to

England settling its disputes with other

nations. On the other hand, in political
journalism the friends and defenders of

English foreign policy took care to

spread the conviction that here one was

not dealing merely with a settling of

disputes, but simultaneously with the

producing of a bulwark against the

German Power. This procedure did

not comply with a friendly tendency,

and could not be taken as such in

Germany, but was bound to call

forth uneasiness there, and specially in

Europe (4). Sir Edward Grey then

remarked that the unpleasant part of

the situation was caused by the fact that

we mutually blamed each other for

having hostile intentions. The beliefin

an eventual English attack existed in

Germany ; here, however, one believed

that the German Fleet was built to

(5) Wrong! A threaten England's position.

rE?\ZIualrg d‘?; Both Ministers were of the opinion
ambitions _ that the situation between England and
for ~ world Germany turned round the naval ques-
f"a“n%gﬁcy argg tion. The expenditure for the English
seephantoms, /€€t would as a result of the German
naval programme (5) and the speeding

(6) Hasnotbeen yp (6) in naval construction increase to
speededup! - gich ‘an extent, and at the same time
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(7) Does  not apprehensions of the German danger
et gu[gv'v? would increase so in intensity, that
) SeeNauticué relations between the countries could not
they have it 3 IMprove as long as they were getting up
times over al- against each other in naval rivalry (7).
ready 1!t Every Englishman would spend his last
(9)ta]5|l(i%f;lsn?]0é/egrt penny to preserve their superiority at
been heardfromE2  (8), on which depends not only
England, not England's positionin theworld, but also
eveninthedays its existence as an independent State.
gfoﬁc\‘lj\}i‘fﬁéﬁrs‘: The ruinous expenditure to which the
sia about Naval rivalry led (9) could not make the
Afghanistan/  relationsi>etween the two nations pros-
l}m{‘ﬁsed?gg per. Anybody who only knew England
quire Russa alittle, knew that there was nointention
to withdraw its here to threaten (10) Germany with the
troopsfromthe English fleet or attack Germany at all.
g%;dert'hg - Taking into consideration the propor-
inforcements of tions of the English Army, a landing
its garrisons. - would be clearly out of the question.
(10) 22 They Mr. Lloyd George remarked jokingly
have don? 0 that Prince Bismarck had said, when on
glerrgz‘jrfmy some occasion or other the question of
Will an English landing was discussed, that
(”Qe pov\r,lgﬁ in a cae like that he would leave it to
Comparefli with the police to arrest the English corps on
Eﬂ?"’f‘g&- ;“g landing. The conditions to-day were
danger than Still exactly the same when it was a
the already question of England threatening Ger-
superior Eng- many. To England, on the contrary, a
lish fleet is to . .
™ powerful German Fleet (11) with a still
(12) That after Morepowerful Army in the background,

my speech at was areal danger (12).

}29 ﬁ%'_'ggi | replied that a German invasion

cheek! existed only in the imagination of the
voL. 1 B
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English. No sensble person was think-

ing of it in Germany (13). Unfor-

tunately fleet building had become more

expensve through the invention of the

(13) Qiteright. " Dreadnought " (13), through which

England had logt its immense advantage

and other seafaring nations had been

compelled to adopt the same large types

of ships and consequently to high expen-

diture in connection herewith. But, h

qui la Jaute ? During the last few days

there had been a discusson in the House

of Commons about theintroduction of a

still larger type of ship, a floating for-

(14) Verygood.tress.  As long as the English defence

policy tended to create uneasness in

(15) Wrong! We Germany, | considered a curtailment
will not discuss. .

that! Weshall In the armaments at sea as being

never be dic- out of the question (13). Sir Edward

F]ac:v?/dogr)aarl?n;? Grey would first have to introduce a

ment shouldbePOlitical detente between both coun-

constituted.  tries and through his policy in Central

(16) Wehaveno Europe re-establish the belief that his

fast  tempo. Ententes would not be one day misused

Neither arewe against us (14) before the ground would

building be cleared for a posshle discusson

?E[():r Egd _T about the curtailment of sea armaments

noughts” for (15), not before. Mr. Lloyd George,

other nations—who took a lively part in the discusson

Vgh'Ch arethen ghoyt the naval construction, answered
uaht Y that a dowing d f i

England—or g down of the tempo in

camouflagedasour fleet building (16) would contribute

a n armoured more quickly to reassure public opinion

cruiser .suddeny o any political action could. We

turn up as . .
battleships.  should find them on this sde most ready
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(17) This un- to meet us halfway in establishing a
ft‘ﬁafd'gde{!“;”}]bint basis for curtailment of the fleet
Mimiser Shouiuilding on both sides (17).  The
put first to Introduction of the Dreadnought type
Roosevelt,  had been a great mistake from the

%/'I.emencef‘uy English side. The Government here
irabello . .
or  Japan! Would giveevery possible guarantee (18)

The replies that no new type should be introduced
J"l‘J’ﬁ”{,‘aﬂE’eg’r‘“eef*(19) if we could come to an under-
to us?y Bg standing. He had very much regretted
causethey be- that the correspondence between His
'c;.e‘“le that my Majesty the Kaiser and Lord Tweed-
fe'oﬁ’arga%ynd 12 mouth had not been published at the
being impress- time.  From that correspondence the
ed by ther friendly feeling of His Majesty the
shouting for i ajser for England would have become
(18) We don't Clear to the public and he would aso
need it. have seen in His Maesty's letter a
(1?) Isthesame jstification for entering into confidential
(203) Yo woulg discussion with us about naval expendi-
havereceiveda ture (20). If he had at the time had

nice  reply the responsibility for the State Finances

oM @ hme he would indeed have insisted in the
no result! Cabinet on the publication of the
(21) Aha. correspondence (21). A conference at

gg /Righghoul 4 The Hague was not the proper way (22)
answer  them 1O reach curtailment in naval expendi-
with bombs. ture. If, as he fervently hoped, it

(24) Outof the ghould ever come to this, it must not

i | . . ..
duestion ! S0 he tried in an official manner, such as

man people With an exchange of notes (23). Un-
don’t rise and official confidential discussions which
smash thewin- must not be made public at all (24),
Miniger  in Would, if an understanding between

with bricks! # Italian Naval Minister.
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England and ourselves in this matter
were at all possible, be more likely to
(25) No. conduce to the desired end (25).

Sir Edward Grey agreed with his
colleague except on the point where the
latter had recommended the timeliness
of the publication of the correspondence.

| told Mr. Lloyd George hewasright:
that neither a conference at The Hague
nor even less an official proposal by way

(26) Thatwould Of & note (26) from the English to the
be a declara- German Government, would solve the
tionofwar! g estion of decreasing the fleet expendi-
(27) Right. ture (27) ; that | even considered an
official movement (28) in this direction

(28) Weshould nder the circumstances very dubious
as a gedara_ (29) and grave and dangerous, but for the
tionofwar.  rest | would not be moved from the sfe
... ground which | had taken up with my
(Zal)arl.Defmltely demand : First a policy of reassurance,
then we can talk about the fleet (30).

(30) No! There  |n reporting this discussion | have left
‘tAg,'L ab%itth”a‘; out agood deal and have, in order to be
at alll brief, only mentioned the most import-
ant parts. The incidental things, how-

ever, contribute to the right colouring of
thewholepicture. | allow myself, in order

not to be misunderstood, to add the

following supplementary final remarks.

Y our Highness knows that for a long

(31) out of the time the English Government has en-
question! Theytertained the wish to come to an agree-
will first have ment with us about naval expenditure
toachievethis -
with _other (31). Before and during the second
great Powers! Conference at The Hague an abortive
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(32) Yes.

(33) 272

(34) In the con-
versation of the
Ministers lies
already a hid-
den threat/ Let
them compare
themselvesfirst
with America!
The latter is
much stronger
than weare!

(36) Hedoesthat.

(35) In our posi-
tion it is better
that such a
wish  should
not be ex-
pressed!

attempt was made in this direction. If
| have been rightly informed, the fear
has already arisen on our side that the
English Government might, aone or
with others, put an official proposal to
usfor limitation of our naval programme
and that from this an immediate danger
of war would result (32). It is my firm
belief that the present Government is
far (33) from setting before us, through
any sort of ultimatum, the issue of
either giving in or going to war. She
has no sort of intention of putting a
threatening question to us (34). She
desres much more to prevent later
possibilities of war through timely agree-
ment. If | decline somebody's wish, |
need not for that reason fight with him
at once. This comes only then into
consideration when | see that the other
one puts on the air of forcing (36) his
wish (35) upon me.

To both Ministers | have made the
fulfilment of their wish dependent on one
condition, the explanation of which lies
in our hands. | would have needlessy
constricted future possibilities, and made
the position more acute, if | had given
them to understand that we never and
under no circumstances would be pre-
pared to come to an arrangement with
them about naval expenditure. The
price which | mentioned for this will
certainly not soon be paid to us by Sir
Edward Grey. {Sgned) P. Metternich.
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Final Remarks ofJthe Kaiser :—

Bravo! Metternich! Has done his business
very well, except in one point, which is the most
important. The Ambassador has overlooked
entirely that he was not permitted, even if
entirely non-committally and only as a private
opinion, to [? agree]* to the insolent demands of
the English* Ministers to make their peacefulness
dependent on the diminution of our sea force.
Through that he has put himself on a very
dangerous slope. | am sorry for him because of
that. It must be pointed out to him that | do not
wish a good understanding with England at the
expense of the extension of the German fleet.
If England only intends graciously to hold out her
hand to us with the indication that we should
curtail our fleet, then thisis an excessive impudence,
which contains a great insult for the German
people and its Kaiser, and which should be refused
a limine by the Ambassador ! By the same rights
France and Russia could then demand a curtail-
ment of our land force. As soon as one allows any
foreign Power under any pretext whatsoever to
have something to say about our own armaments,
then one may retire, like Portugal and Spain !
The German fleet is not built against anybody and
not against England either! But according to our
needs ! This has been said quite clearly in the
Navy Law and has remained unchanged for eleven
years ! This law is being carried out to the very
last tittle : whether the British like it or not does not
worry us. If they want a war, they may start it, we
are not afraid of it !

{Sgnet) WilhelmR.1.

* Word missing in original.



THE BREWING OF THE STORM 23

Here are the most important passages in the report
Count Metternich sent to Berlin of our second
conversation—with the Kaiser's marginal notes :—

Kaiser's
Marginal
Notes.

(1) Averygood
summary'!

" ... On the same day | had a
long discussion with the Chancellor of
the Exchequer, Mr. L1oyd George. . . .
| explained to him why the political
course followed by England during the
last six years was bound to lead to the
present uncomfortable situation : for-
merly on the side of the Triple Alliance,
now on the side of Germany's opponents;
Morocco thrown as an apple of discord
between Germany and France ; France
encouraged in the idea of revanche
through hope of help from England ;
Entente politics as a bulwark against
alleged German  expansion and
aggressiveness ; spy scares and fears of
invasion; a twisting of German
intentions in political journalism, a
slandering of the motives of German
politics, and nothing donetostopit (1).
Through the unchecked poisoning of
public opinion, | said, we are being
pushed unwillingly into the perilous
position of seeing the spectre of war
rising on the horizon—a spectre which

(2) ThatsnotmyMr. Lloyd George and | are alike

idea at all! If

England wants

to have war,
just let her
start it, we'll

give her what

for!

convinced that both our Governments
as well as both our countries wish to
expel (2).

The Minister showed an understand-
ing of all this, but, like everyone of
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his countrymen, he ses in the naval
question the central point of German-
English relations, around which
everything turns and of which all other
happenings are aresult. . . . England,
he said, had the money and would strain
every nerve to retain supremacy at sea
(3)  Nobody (3). Witharaceinfleetbuilding (4) the
wants to dis- tension would unavoidably beincreased,
pute that!  and therewith at the same time the
(4) Doesnotex- danger of a collision would grow. At
ist at fill; only the end of the crushing armaments (5)
int_hel English the distance between the two fleets
brain'! would still be great, and we should not
(5) ?Notforus be any nearer to our object (6). We
should be playing into the hands of two
tendencies here which he was fighting
against, and which were not in our
interest. With the growth of expenditure
for the Navy in the race between
Germany and England, new financial
sources would have to be found and all
thoughts would be turned to the Tariff
Party, which promised new receipts at
the expense of foreign countries and
without further burdening the English-
man. . . . Further: the more the
German fleet approached the English
(7) Absolutely in strength (7) the stronger the thought
outof theques-would become that English safety no
tion and has |onger depended on its fleet alone, but
never  been
attempted. ~ that England must aso develop an
Army. In order to have areally strong
Army there was only one means :
Conscription. With the quick growth of

(6) But that is
not our object.
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®© /1

(9) /I would do
them good.

(10) Tant micuj

(11) Sancta
Simplicitas!
50!

(12) We should
be totally
indifferent.

(13) This is
unheard  of!
andisaresult
of Mettemich
going into the
idea at all.

the German Navy the possibility of an
invasion increased—although he did not
at all believe in such (8) an intention—
and then England would be pushed into
the introduction of Conscription (9).
The military party and a great number
of Conservatives were already anxiously
wishing for this. With the approach of
the German menace, the great mass of
the people, which as yet would not have
anything to dowith conscription, would

.soon bewon forit (10). . . . I replied

that Germany had sufficient means at
its disposal to produce a very respectable
fleet, apart fromitsarmy. . . . Evenif
the burden were heavy, it would be
necessary in view of the international
situation. At least ten (11) years hard
work would be necessary to produce an
armed country, and an army equal to
the Continental pattern. If we saw
that England was going over to con-
scription, with its eyes on Germany, in
order to reach an alliance with France,
| did not believe that we should wait
patiently for this process to be carried to
completion (12). . . . Mr. Lloyd
George then returned to his pet idea,
the slackening down in the speed of
naval construction (13) and exhorted
me to make use of the time during which
the peace-loving Liberal Government
was at the helm. . . . Considering
how much greater importance the fleet
has for England than it hasfor Germany,
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the English fleet must always be a good
bit stronger than ours, in order to be
able to furnish that feeling of security
which England requires from it, and at
the same time sufficiently powerful to
keep any wanton idea of attack on her
(14) Thisistalk from arising on our sde (14). The
which  until German fleet, however, should be strong
“O;NhaSbg enough to give adequate protection for
aganst fellowsOUr OVersees interests, and at the same
like China or sime to give the English fleet, despite
Italy/ It is the latter's necessary superiority, the
unheardof!  fealing that it would be risky to pick a
(15) We have quarrel with us (15). The relative
notgotthatfar strength of 2 33, it seemed to him, would
yet establish the right balance (16) at sa
(16) / I between us. He could not cite the
authority of the English Government
for this, but only uttered his own
persona view ; he knew, however, that
we should find the greatest friendly
(17) Bluff! response from the Liberal Cabinet (17)
if we should be inclined to discuss the
slackening down of the speed of naval
(18) No! Three CONstruction (18). If even we only
timesno. After.agreed to build one Dreadnought less
theabovewordgyery year, this would result in a com-
' plete change of the feeling in England

(19) Bosh! towards us (19). . . . "

The above extracts give a fairly good picture of the
course of my discussion with Metternich. How the
whole report, and in particular my unspeakable
impertinence in daring to suggest, on any grounds
and for any <consideration, that there should be an
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agreed limit to the German Navy, affected the Kaiser
is best seen in his footnote to the report, which I
transcribe in full —

" This sort of conversation as it has been carried
on between L1oyd George and Metternich is utterly
unworthy and provoking for Germany ! | must beg
him in future to have nothing to do with that sort
of expectoration. Here he has accepted very
patiently as a listener the opinions and orders of
English statesmen, and has only ventured protests
which had no effect at all. He should give these
gentlemen, who do not wish to see * our wanton ideas of
an attack' realised, an answer like 'Go to H——
etc. That would bring these fellows to their senses
again. That Lloyd George even dared to come out
with an order for defining the speed of OUR
building is beyond the limit, but is a result of
Metternich putting himself during the first dis-
cussions on the dangerous path of ' a possibility not
being out of the question" The clever British are
trying to hook him, and sooner or later they will
pull the string and drag him out ; despite this
" private talk/ ' non-committal character of
expression of opinion," etc.! He should ab ovo
refuse everything with such remarks as, ' No
country allows itself to be dictated to or admonished
by another country about the size and kind of its
armaments." * | refuse to discuss such a matter.'
For the rest, let them read the Navy Law—known
for eleven years—and Nauticus !

Metternich should give that sort of fanatic a
kick in the ; heistoo soft I "

The luncheon party had a further sequel, of which
| was not made aware at the time, and have only
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recently learned through a perusal of the German
Diplomatic papers.

At the time of my interview with Metternich, |
was planning to visit Germany in the following
Myinterview MONth of August, 1908, in order to study
with the on the spot the German systems of in-
Kaiser dustrial insurance, with a view to pre-
cancelled  haring my own scheme of health and
unemployment insurance for this country. Metter-
nich, reporting this to Berlin, had urged that the
British Chancellor of the Exchequer, whom he
described as " one of the most outstanding per-
sonalities in England, and one who most probably
would be called upon one day to stand at the head
of a Liberal Government," should be treated with
the utmost consideration. The Kaiser accordingly
arranged that | should be invited to pay him a
visit. But in the meantime Metternich came over
hurriedly to talk to the German Imperial Chancellor,
von Buelow, who had reprimanded him for his
incautious conversation with me. | understand that
von Buelow was warned that | should certainly
discuss the Navy with His Imperial Majesty, and
that if Wilhelm used to my face the sort of remark
he had noted on Metternich's report, a grave instance
of Use Majeste would be liable to ensue. A hasty
warning was sent to Court and | never received the
Kaiser's suggested invitation.

| was, however, successful in securing an interview
with the Vice-Chancellor, von Bethmann-Hollweg,
who was in Berlin at the time. He was then in
charge of Health Insurance and had a very thorough
acquaintance with itsworking. He was very helpful
to me in my investigations on that subject. He was
good enough to invite me and my party to be his
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guests at a big dinner which he gave at the
Zoologischcr Garten.
Von Bethmann-Hollweg was an attractive but not
an arresting personality. He gave me the idea of an
_ ~intelligent, industrious and eminently
Adinner with - sengible bureaucrat, but he did not leave on
v. Bethmann- . . . .
Hollweg my mind an impression of having met a
man of power who might one day shake
destiny. He gave us a good dinner, and at its close
great tankards of lager beer were brought round, and
von Bethmann-Hollweg grew talkative and combative.
He embarked upon a discussion of the European
situation, and was very bitter about what he called
" the encirclement of Germany with an iron ring by
France, Russia and England." | did my best to
assure him that, so far as England was concerned, there
was not the slightest desire to enter into any hostile
combinations against Germany, and that we were
most anxious to live in peace and neighbourliness
with his great country. | told him, however, that
England was very uneasy about the growth of the
German Navy, and felt that it was aimed straight at
her heart; and | repeated all that | had said to
Count Metternich about our being an island and
completely dependent upon the sea for our very
existence. He was not very enthusiastic about the
German Navy, and | perceived that he was no
advocate of a shipbuilding programme that would
be regarded as a menace by Great Britain ; but he
did his best to convince me that the German people
had no desire to attack England. The impression
he left on my mind was that official Germany was
genuinely apprehensive of the rapprochement between
France and England, and England and Russia
They were quite convinced that King Edward was
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organisng a Confederacy with a hogtile purport

against Germany. The King was regarded as an
inveterate enemy of German might.

This led to one extraordinary outburst in the course

of his conversation, when he reverted to the theme of

the growing hogtility of England, France

Englands and Russa againgt Germany, and the

" Iron Ring" " jron ring" they were pressng round
her. " An iron ring!" he repeated

violendy, shouting out the statement, and waving
his arm to the whole assembled company. " England
is embracing France. She is making friends with
Russa. But it is not that you love each other ; it
is that you hate Germany ! " And he repeated and
literally shouted the word " hate" thricee He
became very excited, and his discretion was certainly
not under control, for he went on to show a distinct
antipathy even to Bavaria, when he contrasted the
attachment of the Eastern provinces of Prussa, and
of Berlin, to the Kaiser, and their readiness to die at
a word from him, with the more luke-warm attitude
of Bavaria.

Incidentally, he let in a flood of light upon the
view of the ordinary German as to the decadence of
England. He was clearly of the opinion

v. Bethmann- .
Hollwegs that we were no longer a hard-working
view of people ; he thought that we loved our
English ease too much, and that we were a nation
decadence

of week-enders. He gave a description of
his own day : how he rose at seven o'clock, and
worked until eight ; then went for a ride until nine,
then had his breakfast; afterwards resumed his daily
taks ; worked practically till dinner, and kept going
right through the week. He said, " In England, you
go to your office at eleven ; you have a long luncheon
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hour ; you leave at four ; on Thursday you go to
the country; you remain there until Tuesday
morning, and you call it a week-end ! "

It is fair to say that this was after dinner ! But
| am not at all sure that this revelation of the Con-
tinental pre-war idea of English degeneracy had not
something to do with the contempt with which
military Germany contemplated the possibility of our
intervention later on. It was very generally assumed
that English fibre had been softened and disintegrated
by prosperity. The poor show we had made in the
Boer War had confirmed this idea.

What made it more significant was that his personal
attitude towards England and Englishmen was ex-
tremely friendly, and this was not a mere matter of
words, for he had sent his son to Oxford. Hisview
was that the German worker was a better man than
the English worker ; that the German scientists were
easily superior in quality and numbers to the in-
significant band of British scientists. On the other
hand, he seemed to have a better opinion of the
English than of the German upper and middle classes.
He attributed the superiority of the German worker
to the fact that in his early years he received a stern
military training in obedience which taught him
habits of discipline and continuity.

| left Berlin gravely disturbed by the expressions
of distrust and suspicion | had encountered in so
high and friendly a quarter. It seemed to me to be
ominously significant of what must be the general
opinion at the time in leading German circles.

At the other end of the scae, | was aso deeply
impressed by a scene | witnessed at Stuttgart during
the same tour. On our arrival there we learnt that
a " Zeppelin" was about to make an exhibition
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flight. We went along to the field where the giant
airship was moored, to find that by a last-minute
accident it had crashed and been wrecked.

German Of course we were deeply disappointed,
%‘;')Baiﬁt but disappointment was a totally in-
wreck adequate word for the agony of grief and

dismay which swept over the massed Ger-
mans who witnessed the catastrophe. There was no
loss of life to account for it. Hopes and ambitions far
wider than those concerned with a scientific and
mechanical success appeared to have shared the
wreck of the dirigible. Then the crowd swung into
the chanting of " Deutschland iiber Ailes" with a
fanatic fervour of patriotism. What spearpoint of
Imperial advance did this airship portend ? These
incidents were cracks in the cold surface, through
which the hot, seething lava of unrest could be seen
stirring uneasily underneath.

After these few glimpses of our foreign problem, | was
drawn back during the succeeding yearsinto the anxious
preoccupations of domestic affairs. | understood,
nevertheless, that there was a growing menace to peace
abroad, and social order at home, which we must
strive to avert if possible by peaceable methods,
though | realised that we could not altogether rule
out of account the possibility of a failure of such
methods.

2. PLAN FOR A PARTY TRUCE

My observation to Metternich, in the conversation
already reported, about the possibility of our being
driven to adopt Conscription, was by no means a
casual sentence thrown out by me as a debating
point in the course of an argument. Still less was
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it a piece of bald bluff, used in the hope of convincing
or impressing the German Ambassador.

| had for some time past been growingly concerned
with the precariousness of our position in the event
Anxiety as to Of our naval defence being broken through.
adequacyof ~ We had depended upon it for centuries to
our naval protect us against invasion from the Con-
defences  tinent. Hitherto it had not failed us, and
this immunity had given us a snse of complete
security. This feeling was expressed by Sir John
Fisher in his famous remark that " We could Seep
soundly in our beds because of the invincibility of
our Navy." But the rapid marchof scientific dis-
covery, constantly revealing the existence of hitherto
unsuspected forces, which were capable of the most
formidable utilisation for service and disservice to
mankind, made me feel that it was quite within the
realm of possibility that one day there might be an
invention which would neutralise our superiority,
and reduce us to equality with, if not inferiority to,
our neighbours. Inventions which portended such
a menace had already appeared. Whether the peril
would come from the air or from under the waters,
I knew not; but no one could feel assured that such
possibilities were altogether out of the reckoning. In
such an event our position would be one of complete
helplessness in the face of an invader with a powerful
army.

We had two fundamental wesknesses in such a
contingency. The first was that our army was too
insignificant to stand up against the gigantic forces
of the Continent. The second was that we were so
overwhelmingly dependent upon overseas supplies
for our food, that if these were cut off we should,
within a few months, be brought to the very verge

voL. 1 c
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of starvation. * It was this consideration amongst
others that always led me to urge that we ought to
devote more thought to the development of the
resources of British soil.

| did not agree with Lord Roberts cas that a
large force could at that time be landed from the
Continent to capture London. In the absence of
some invention which had not yet been found, or at
leat had not yet been developed, our Navy was
powerful enough to prevent any emergency of that
kind arisng. My apprehenson was entirely as to
what the unknown future had in sore for us if stience
neutralised the efficiency of our warships.

There were ominous clouds gathering over the
Continent of Europe and perceptibly thickening

and darkening. The submarine and the
Needfor  Zeppelin indicated a possble challenge
training to the invincibility of our defence. | felt

we should be sofer if we had in this
country a sysem of training for our young manhood
which would fit it for the defence of the Realm in
the possble event of an invasion of our shores. | was
opposad to conscript armies of the Continental type,
and thought them desgned rather for aggresson than
for defence. For the latter purpose it ssemed to me
that something resembling the Swiss militia sysem
would suffice and might be adopted here.

It was with these thoughts in my mind that |
ventured in 1910 to submit to the leaders of both
political parties in this country a seies of proposals
for national co-operation over a period of years, to
deal with special matters of urgent importance.

In the year 1910 we were besat by an accumulation
of grave issues—rapidly becoming graver. The
gravest have not yet been solved. It was becoming
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evident to discerning eyes that the Party and Par-
liamentary system was unequal to coping with them.
There was ajam at the legislative dock
f'(\)"ryg’{)g?g/’ﬂls gates and there was no prospect of the
truce growing traffic being able to get through.
The shadow of unemployment was rising
ominously above the horizon. Our international
rivals were forging ahead at a great rate and jeopard-
ising our hold on the markets of the world. There
was an arrest in that expansion of our foreign trade
which had contributed to the phenomenal prosperity
of the previous half-century, and of which we had
made such a muddle4 and selfish use.  Our working
population, crushed into dingy and mean streets,
with no assurance that they would not be deprived
of their daily bread by ill-health or trade fluctuations,
were becoming sullen with discontent. Whilst we
were growing more dependent on overseas supplies
for our food, our soil was gradually going out of
cultivation.  The life of the countryside was wilting
away and we were becoming dangerously over-
industrialised.  Excessive indulgence in alcoholic
drinks was undermining the health and efficiency of
a considerable section of the population. The Irish
controversy was poisoning our relations with the
United States of America. A great Constitutional
struggle over the House of Lords threatened revolu-
tion at home, another threatened civil war at our
doors in Ireland. Great nations were arming
feverishly for an apprehended struggle into which we
might be drawn by some visible or invisible ties,
interests, or sympathies. Were we prepared for all
the terrifying contingencies?
Moved by this prospect | submitted to Mr. Asquith
a Memorandum urging that atruce should be declared



36 WAR MEMOIRS

between the Parties for the purpose of securing the
co-operation of the leading party statesmen in
a settlement of our national problems—Second
Chamber, Home Rule, the development of our
agricultural resources, National Training for Defence,
the remedying of social evils, and a fair and judicial
enquiry into the working of our fiscal system.
Mr. Asquith regarded the proposal with consider-
able favour, and it was decided to submit it to four
~or five members of the Cabinet for their
Mr'rgﬁj{ﬁg observations. So far as | can recollect,
:Jpgggﬂion the only Cabinet Ministers who were
called into consultation were Lord Crewe,
Sir Edward Grey, Lord Haldane, and Mr. Winston
Churchill. 1 cannot recall any criticism in detail
from any of them. They all approved of the idea
in principle, and it was agreed that the proposal
should be submitted to Mr. Balfour, who was still
the Leader of the Conservative Party. The only
outsiders to whom | show'ed the document were
Mr. F. E. Smith (subsequently Lord Birkenhead)
and Mr. Garvin. They were very pleased with
the whole conception.
Mr. Balfour was by no means hostile ; in fact, he
went a long way towards indicating that personally
he regarded the proposal with a con-
approval of - siderable measure of approval. He was
onservative . .
leaders not, however, certain of the reception
whichwould beaccorded toit by hisparty.
Unfortunately, at that time he was not very firmly
segted in the saddle. The Die-Hard cry against his
leadership was getting audibly shriller each day.
However, he consulted some of his leading colleagues,
and he received from them replies which were by
no means discouraging. | understood that Lord
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Lansdowne, L ord Cawdor, Lord Curzon, Mr. Walter
Long, and Mr. Austen Chamberlain favoured the
plan. When he came to summon a more formal
and general meeting of his colleagues, he again found
that the ablest members of the Conservative Party
were by no means antipathetic to the idea. So far
as | can recollect, the only opposition came from the
late Lord Londonderry. But when Mr. Balfour
proceeded later on to sound the opinion of the less
capable and therefore more narrowly partisan
members of his party, he encountered difficulties
which proved insurmountable. He called upon me
one evening at u, Downing Street to
My retirement discuss the matter, and | found him then
demanded much more hesitant and reluctant. |
gathered from him that the chief objection
entertained by his colleagues was to my presence in
such acombination. | was so completely associated in
their minds with extreme radical proposals, | was so
much in the front of the offence at that time, and | had
said so many wounding things in the scrimmage,
that they were more than doubtful whether they
could secure the adhesion of their supporters to any
Coalition of which | was a member.
| instantly assured him that, as far as | was con-
cerned, | would not make my inclusionin the Ministry
a condition of my support. On the contrary, | was
quite prepared to keep out of it and give it my whole-
hearted and zealous backing as an independent
member of the House of Commons, so long as it
tackled itsjob with courage and conviction. He then
told me that there was one other man he felt he would
have to consult. He said : " You will be surprised
when | giveyou hisname.” When | heard it, | think
| was rather surprised that this individual should still
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hold such an itnportant and influential position in
the councils of the Party, for he had retired from active
political life for a good many years: it was Mr.
Akers-Douglas, who had formerly been Chief Whip
of the Conservative Party, and was then L ord Chilston.

| remember one of the last things Mr.

@'ﬁgtsﬁgoug'a%alfour said to me on that occasion.

project Putting his hand on his forehead, looking
down and more or less soliloquising, he
said : "I cannot become another Robert Peel in my

party ! " Afterashortinterval headded : " Although
| cannot see where the Disraeli is to come from, unless
it be my cousin Hugh, and | cannot quite s him
fulfillingthatrole! "

Mr. Akers-Douglas turned down the project for
co-operation in settling these momentous national
issues, and there was an end to it. It very nearly came
off. It was not rejected by the real leaders of the
Party, but by men who, for some obscure reason best
known to political organisations, have great influence
inside the councils of a party without possessng any of
the capabilities that excite general admiration and
confidence outside. | am not concerned, in these War
reminiscences, to examine the possibilities of this
project, had it been adopted and carried out, except

, insofar asit might have altered or modified
tr“g,-ﬁﬁ;&?gﬂ theinternational situation. Had it mater-
havedone  ialised then, there would by 1914 have
for us been a body of trained young men aggre-
gating between a million and one-and-a-half million,
fit for incorporation in our armies, shortly after the
declaration of war. What is still more important,
there would have been rifles and other equipment for
them, which it took us over eighteen months to manu-
facture in the Great War, and the requisite machinery
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for manufacturing still more for ourselves and our
Allies. There would aso have been a staff of trained
and competent officers fit to lead such an army into
the field. Had such aforce been in existence when the
crisis arose in 1914, and had Germany been conscious
of the fact that the British contribution would not be
limited to her " contemptible little army" of six
divisions, but that there was a large body of trained
and equipped men behind that small Expeditionary
Force which could soon be madefit to take an effective
part in the fighting line, Germany would have hesi-
tated before plunging the world into the disaster of the
Great War. The young men who were sent to the
trenches during the last two years of the War had
received much less training than an application of the
Swiss Militia System would have given to those who
would have been called to the Coloursin 1911, 1912,
1913, and 1914.

Even if the existence of such a formidable force had
not influenced the course of events in the direction of
peace, the contribution made by it in the earlier
stages of the War might well have been decisive and
have shortened the term of this devastating struggle.

| have heard it said that, at the battle of Y pres, the
troops on both sideswere so tired out by the end that the
irruption of onefresh division on either sdewould have
achieved victory for the army lucky enough to secure
so timely a reinforcement. A number of Territorial
battalions, not one of which had received anything
like the Swiss training, were thrown into the battle
line before the end of the fight, and, according to the
testimony of Sir John French, rendered invaluable aid
toour exhausted troops. If, instead of 19 battalions of
Territorials with able but amateur officers, there had
been three or four hundred battalions of more fully
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trained men, led*by thoroughly equipped officers, the
battle of Ypres would not have been a stalemate, but
a victory which might have liberated Flanders and
ended the War.

The same observation applies to the Dardanelles,
where thefatal delaysin landing troops which enabled
the Turks to bring reinforcements were due to the
fact that we could not spare the one extra division
necessary to make up an Expeditionary Force—not
even a spare division—until it was too late to achieve
any results. Even from the point of view of filling up
the serious gaps in the ranks of our Regular Army,
due to the disastrous retreat from Mons, the heavy
fighting on the Marne and at Y pres, the possesson of
atrained Militiawould have beeninvaluable. Y oung
men with an aggregate training of about a year,
mixed up with the Regulars, would have been more
useful than the Reservists, a large number of whom
had been softened and debilitated by years of civilian
occupation. Al these considerations constantly |eapt
to my mind during the progress of the campaign, and
always brought with them a regret for the " Great
Refusal " of 1910.

There is much to be said in favour of the Party
system. The open conflict of Parties is better for a

o country than the squalid intrigues of
g;rg:ﬁgons personal ambitions or of rival interests
system conducted in the dark. But there are

times when it stands seriously in the way
of the highest national interests. On these occasions
it hinders, delays and thwarts real progress, and in the
event the nation suffers heavily. | shall always regard
the rejection of the proposals for co-operation in 1910
as a supreme instance of this kind of damage. Qalbif
other hand, the ground for_co-operation iuust-be-one
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rf panning natiftflal well-bein®. j*suspeflgjon of
Party hostilities merely in order to ensure a distribu-
tion® patronage and power amongst the leading
contestant®

3. THE AGADIR CRISS igil

As to the part | took in the Agadir incident, it is
hardly necessary for me to write at any length. The
story has been so fully and fairly told by both Mr.
Winston Churchill and Sir Edward Grey that thereis
little which | need add.

My intervention w#s due largely to the fear that if
things were allowed to drift, we might find ourselves
British drawn into a great European War on a
commitments question in which we were inextricably
inregardto  jnvolved. For the French position in
Morocco Morocco was part of the Lansdowne
Treaty, and Sir Edward Grey in his book, " Twenty-
Five Years/® makes it clear that he regarded a dispute
on anything which constituted a challenge to that
settlement as something which we were bound to put
in a different category from any dispute which might
arise between France and Germany outside the four
corners of that arrangement. | still think there is very
great force in his contention in that respect.

The situation can be outlined in a few words.
France, who had been accorded a zone of influence in

Morocco by the Treaty of Algeciras, found
History of it necessary to send an expedition to Fez.
thi crisis Germany, conceiving with some reason

that France had annexationist designs,
thought she would be entitled to corresponding com-
pensations elsewhere, and promptly took steps to
indicate her claim, and opened the negotiations by
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sending a gunbbat to the Moroccan harbour of
Agadir. Thiswasa blundering and blusteringkind of
diplomacy, and when Britain, naturally concerned at its
meaning and possible outcome, sent a communication
to Berlin on the subject, our letter was left unanswered
for weeks, while we learnt from France that the Ger-
man Government was pressing quite impossible
demands upon her as the price of withdrawal from
Agadir.
It is hard to say whether there was real danger of
war. There is an ominous passage in a dispatch from
vonBethmann-HollwegtotheKaiser, dated
War talk 15th July, 1911, when the German silence
inGermany  vis-h-vis Britain had already continued for
eleven days. The Imperial Chancellor
reported that Herr von Kiderlen, the German Foreign
Secretary, had gathered from his discussion with the
French Ambassador the impression " that in order to
reach a favourable result, we shall certainly have to
take a very strong line ! " To this the Kaiser makes
a marginal note .—

" Then | must return home at once. For | can't
let my Government take that sort of action without
being right on the spot so as to keep a careful watch
on the consequences and have them well in hand !
Anything dse would be unpardonable, and too
parliamentary ! Le Roi s* amuse ! And meantime
we are steering straight for mobilisation ! That
must not happen WITHOUT ME !

Besides, our Allies must first be informed about
this ! For it may draw themin, in sympathy ! "

There can be no doubt as to the meaning of those
words. The Kaiser clearly contemplated the mobilisa-
tion of his armies as a not unlikely result of the diplo*
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matic situation. In 1914 mobilisation made for war—
it meant war.

When the rude indifference of the German Govern-
ment to our communication had lasted for seventeen
days—from the 4th to the 21st July—I felt that
matters were growing tensely critical and that we
weredrifting clumsily towardswar. |t wasnot merely
that by failing even to send a formal acknowledgment
of the Foreign Secretary's letter the Germans were
treating us with intolerable insolence, but that their
silence might well mean that they were blindly ignor-
ant of the sense in which we treated our obligations
under the Treaty, and might not realise until too late
that we felt bound to stand by France. These reasons
prompted me to make the Mansion House speech
which has already been so fully dealt with by Sir
Edward Grey and Mr. Churchill.

On the 21st July | was due to speak to the Bankers
at their annual banquet to the Chancellor of the
Exchequer and | decided to take advantage of the
occasion to make a statement which would warn
Germany of the peril into which her Ministers were
rushing her so heedlessly.

| felt that 1 had no right to intervene in a matter
which was in the sphere of the Foreign Office, and to

make a declaration which might involve
My Salemenl our  relations with Germany, without
gﬁfﬁgxman obtaining the consent of both the Prime

Minister and Grey. Before deliveringit,
therefore, | submitted its terms to the Prime Minister.
Hefully approved, and sentimmediately to the Foreign
Office to ask Sir Edward Grey to come to the Cabinet
Room in order to obtain his views and procure his
sanction. My recollection is that when he arrived,
he cordially assented to every word of my draft, and
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| delivered the speech later on to the Bankers at the
Mansion House.*
The genesis of that speech is, as | have said, quite
correcdy recorded by both Grey and Churchill, but |
_ have here given my own confirmation of
gﬂyr%pons" their narrative, because my public inter-
ility/or the . ) .
gatement  vention at that time in the sphere of
foreign affairs was so unusual that arumour
gained currency, and even finds place in German and
Austrian official diplomatic correspondence, that |
was merely acting as a mouthpiece to read out a
statement prepared by the Cabinet, and was at most
but vaguely aware of its implications. Even E. T.
Raymond avers that what | read was a passage care-
fully prepared for me by Sir Edward Grey. But |
have not the least desire to shuffle off my true respon-
sibility in this connection. The initiative in this
matter was my own, as was the wording of the state-
ment. Certainly | secured authoritative approval
before | madeit, but it was not actually submitted to
the whole Cabinet in advance.

1T he passage of my speech in question was as follows :—

" But | am also bound to this—that | believe it is essential in the
highest interests, not merely of this country, but of the world, that Britain
should at all hazards maintain her place and her prestige amongst the
Great Powers of the world. Her potent influence has many a time been
in the past, and may yet be in the future, invaluable to the cause of human
liberty. It has more than once in the past redeemed continental nations,
who are sometimes too apt to forget that service, from overwhelming
disagter, and even from national extinction. | would make great sacrifices
to preserve peace. | conceive that nothing would justify a disturbance
of international good will except questions of the gravest national moment.
But if a situation were to be forced upon us in which peace could only be
ﬁreﬁrved by the surrender of the é;reat and beneficent position Britain

as won by centuries of heroism and achievement, by allowing Britain to

be treated, where her interests were vitally affected, as if she were of no
account in the Cabinet of Nations, then | say emphatically that peace at
that price would be a humiliation intolerable for a great country like oursto
endure. National honour is no party question. The security of our
great international trade IB no party question. The peace of the world is
much more likely to be secured if all nations realise fairly what the
conditions of peace must be . . ."
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T he effect of the speech was unquestionably to clear
the air, and avert any danger of Europe drifting
Effect of the Unawaresintowar. The German Govern-
speech: ment, naturally, was furious, for its gun-
Germany boat diplomacy had received a severe and
dimbs down el |-merited rebuff. Metternich was in-
structed to make representations about my speech to
the British Foreign Officee He did so in a very stern
manner, but found little to cheer him in his reception.
He reported to von Kiderlen-Waechter that " With
reference to the speech of the Chancellor of the
Exchequer, Grey was thoroughly uncompromising,
defended it as moderate, and sated that it had
been entirely right for this speech to be made." The
truth was, of course, that the Wilhemstrasse had
over-reached itsdf, and taken a course which it was
difficult either to explain or to explain away. The
Austrian diplomatic correspondence shows that the
Kaiser and his Minister thought the Government
then in office in France was a weak one and lacked
backbone. The German Foreign Office doubdess
conceived that a sudden and dramatic ratding of the
sabre would terrify this feeble Ministry and that by
this means Germany would win substantial concessons
in Morocco. But they were not prepared to go to war
with both France and England, to make good this
gamble.

Von Kiderlen-Waechter described my speech to the
Austrian Ambassador at Berlin as "an unfair and
colosal bluff." However, it was bluff he was not
prepared to call. It wasin truth by no means bluff,
and if an equally dfiar statement of our attitude had
been made in a July only three years later, it is
concelvable that once again the peril of a reckledy
incurred war might have been averted.
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4. NO CABINET CONSIDERATION OF FOREIGN POLICY

During the eight years that preceded the war, the
Cabinet devoted a ridiculously small percentage of its
~ time to a consideration of foreign affairs.
Preoccupation Thjg was pardy, but not altogether, due to
with domestic . o .
affairs the political conditions under which we
worked. The 1906-1914 Governments
and Parliaments were engaged in a seies of controver -
des on home affairs, each of which raised more passon
than any dispute between the rival political parties
within living memory. Education, Temperance,
Land Taxation—culminating in the mog serious
constitutional crigs snce the days of the Reform Bill
—the Parliament Act, Home Rule, and the Dis
establishment of the Church in Wales : thee subjects
challenged an infinite variety of human intereds,
sentiment, and emotion, and the partisan warfare
that raged round thex topics was so fierce that
by 1913 this country was brought to the verge of
civil war.

Of course, certain aspects of foreign policy were
familiar to those Ministers who attended the Com-
mittee of Imperial Defence, but apart from that the
Cabinet as a whole were never called into genuine
consultation upon the fundamental asects of the
foreign situation. There was a reticence and a secrecy

which practically ruled out three-fourths
Secrecyofthe  Of the Cabinet from the chance of making
Foreign Office any genuinecontribution tothemomentous

guestions then fermeiiting on the Continent
of Europe, which ultimately ended in an exploson
that almost shattered the civilisation of the world.
During the whole of those eight years, when | was a
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member of the Cabinet, | can recall no such review of
the European situation being given to us as that which
Sir Edward Grey delivered to the Colonial Conference
in 1907, or to the Prime Ministers of the Dominions
at the Committee of Imperial Defencein 1911. Even
there the information that was withheld was more
important than that which was imparted. For
instance, nothing was said about our military com-
mitments. There wasin the Cabinet an air of " hush
hush" about every alluson to our relations with
France, Russa and Germany. Direct questions were

always answered with civility, but were
Foreign affairs not encouraged. We were made to fed
;”;Wgctofr;‘l’vto that, in these matters, we were reaching

our hands towards the mysteries, and that
we were too young in the priesthood to presume to
enter into the sanctuary reserved for the dect. So
we confined our inquisitiveness and our counsd to the
more mundane affairs in which we had taken part in
Opposition during the whole of our political careers.
Discussions, if they could be called discussons on
foreign affairs, were confined to the elder statesmen
who had seen service in some previous ministerial
exigence. Apart from the Prime Minister and the
Foreign Secretary there were only two or three men
auch as Lord Loreburn, the Lord Chancellor, Lord
Morley, Lord Crewe, and, for a short time, Lord
Ripon, who were expected to make any contribution
on the infrequent occasons when the Continental
Stuation was brought to our awed attention. As a
matter of fact, we were hardly qualified to express any
opinion on so important a matter, for we were not
privileged to know any more of the essential facts
than those which the ordinary newspaper reader could
father from the perusal of his morning journal. |
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recollect the late Lord Northcliffe, at a dinner at
Lord North- Lord Birkenhead's house, where he was
diffe's view oj invited to meet a number of Cabinet
ministerial ~ Ministers in the Liberal Administration,
'gnorance tlling usall quitebluntly that the Editor of
agreat London jour nal wasbetter informed about what
was happening in the capitals of the world than any
Cabinet Minister. He maintained that all the infor-
mation we got was carefully filtered. He might have
gone further and said that much of the information
essential for forming a sound opinion was deliberately
withheld. When a Cabinet Minister first takes office,
nothing gives him a greater ssnse of his personal
importance than the stout little leather bag with a
specially constructed key which is sent after him every
night to any address which he may give. It is supposed
to contain communications of the mog deadly import
and secrecy as to what is happening in Courts and
Chancdlleries throughout the world. As a matter of
fact it isjust a sries of harmless dispatches from our
representatives in every foreign country, great and
small. There is not a dispatch which contains any-
thing that the Foreign Office clerks who copied it, and
the Foreign Office printers who s the type, and the
numerous Private Secr etaries who have access to these
printed copies, could not read without the danger of
any indiscregt revelation by any of them disturbing
our relations with the mog insignificant Kingdom or
Republic in the world. All the things that mattered
were conveyed in private and confidential letters from
Themethod OUr Diplomatic Representatives abroad to
of privatecone the Foreign Secretary personally, in his
SAP%%%\?;“ private and unpublished replies, and in

the interviews which he held with the
Ambassadors at the Foreign Office in Downing Street.
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What mattered just as much, perhaps even more, were
thesecret arrangementsarrived at between the military
and naval daffs of Britain, France, and Russa as to
the part their respective forces were expected to play
in the event of war with Germany. None of these
vital communications were placed at the disposal of
the Cabinet. They were pased on to the Prime
Minister, and perhaps to one or two other Ministers.
The rest of us were kept in the dark and were
therefore not in a position to ases the realities
of the foreign situation. When Lord Ripon* was
made leader of the House of Lords, having been
in Cabinets snce ti*e days of Paimerston he knew
from previous experience of the exisence of secret
interchanges of this character, and he asked Sir
Edward Grey for an opportunity of perusing them, as
he was leading the House of Lords and could hardly
do so with judgment unless he were really informed.

There is no more conspicuous example of this kind
of suppresson of vital information than the way in
Cabinet which the military arrangements we
ignorance of  entered into with France were kept from
our strategic  the Cabinet for sx years. They came
arangements  to my knowledge, first of all, in 1911,
during the Agadir criss, but the Cabinet as a whole
were not acquainted with them before the following
year. There is abundant evidence that both the
French and the Russans regarded these military
arrangements as practically tantamount to a commit-
ment on our part to come to the aid of France in
the event of her being attacked by Germany. When
the British Government was hesitating at the end of
Juty* Wkf as to whether it would support France in

« When | first entered the Cabinet, Lord Ripon was the oldest member
and | wastheyoungest.

VOL. | D
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the event of a German attack, French statesmen
almost reverted to the " Perfidious Albion " mood,
and even the meek M. Paul Cambon said that the
only question was whether the word " honour" was
to be expunged from the British dictionary. On the
whole, the view summarised in that pungent comment
is the one | heard expressed by most supporters and
opponents of our intervention in the Great War ;
and yet the Cabinet were never informed of these
vital arrangements until we were so deeply involved
in the details of military and naval plans that it was
too late to repudiate the inference. To attempt then
to set right the impresson produced in the minds
of our Allies would have created a new situation
involving a return, in an aggravated form, of
the unpleasant relations with France which the
Lansdowne Agreement of 1904 had, for the time
being, brought to an end. In 1906 both Sir Henry
Campbell-Bannerman and M r . Asquith expressed grave
doubts as to the wisdom of proceeding with these dis-
cussons  They ultimately assented to that course being
pursued under pressurefrom Sir Edward Grey and Lord
Haldane. When in 1912 (sx years after they had
been entered into) Sir Edward Grey communicated
these negotiations and arrangements to the Cabinet
the majority of its Members were aghast. Hostility
our consterna. DATElY  represents the strength of the
tion on hearing SENtiment which the revelation aroused :
of our it was more akin to consternation. Sir
commitments  Eqward Grey allayed the apprehensions
of his colleagues to some extent by emphatic assurances
that these military arrangements left us quite free, in
the event of war, to decide whether we should or
should not participate in the conflict. The Prime
Minister also exercised his great authority with the
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Cabinet in the same direction. In spite of thee
assurances a number of Cabinet Ministers were not
reconciled to the action taken by the Foreign Office,
the War Office and the Admiralty, and these commit-
ments undoubtedly added a good deal to the
suspicions which made the task of Sir Edward Grey
in securing unanimity in 1914 very much more
difficult.

Personally, | was prepared to accept the Foreign
Secretary's assurances that we were not committed.
our liabilities | Was strengthened in my conviction that
contingenton there was no definite commitment to give
violationof  military support to France in her quarrels
Belgium with Germany by the meetings of the
Committee of Imperial Defencq during the Agadir
criss. There Sir Henry Wilson, with the aid of a
pointer and a big map, explained to us the whole
of the arrangements which had been entered into
with the French Foreign Office: they were con-
tingent upon a German attack upon Belgium, and
the march of German divisons through that country
to attack France. In that contingency our Ex-
peditionary Force was to be taken to the Belgian
frontier along the French railways, for the purpose
of giving every support to the army which was
ressting theinvader in that quarter. | never doubted
that, if the Germans interfered with the integrity and
independence of Belgium, we were in honour bound
to discharge our treaty obligations to that country.



CHAPTER H

THE CRASH

I . UNEXPECTED PLUNGE | NTO WAR

How was it that the world was so unexpectedly
plunged into this terrible conflict? Who was re-

War not sponsble? Not even the astutest and
foreeen by ~ Most far-seeing statesman foresaw in the
peor)lglin early summer of 1914 that the autumn
gener

would find the nations of the world
interlocked in the mog terrible conflict that had ever
been witnessed in the history of mankind ; and if
you came to the ordinary men and women who were
engaged in their daily avocations in all countries
there was not one of them who suspected the
imminence of such a catastrophe. Of those who, in
the first weeks of July, were employed in garnering
their hay or corn harvests, either in this country or
on the Continent of Europe, it is sfe to sy that not
one ever contemplated the possbility that another
month would find them called to the Colours and
organised in batde array for a struggle that would
end in the violent death of millions of them, and in
the mutilation of many more millions. The nations
dithered_ ovex the Jbjink into the boiling caiHHron of
war without any trace of apprehension or dismays

""WHen FBrst heard the news of the assassnation
of the Grand Duke Ferdinand, | felt that it was a
grave matter, and that it might provoke serious

5*
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consequences which only the firmest and most skilful
handling could prevent from developing into an
emergency that would involve nations. But my fears
were soon assuaged by the complete calm with which
the Rulers and diplomats of the world seemed to
regard the event. The Kaiser departed for his usual

yachting holiday in the Norwegian fiords.
ggp&ggzrﬁ"e His Chief Minister left for his usual
unprepared shooting party on his estate in Silesia

The acting Head of the German Foreign
Office went off on a honeymoon trip. A still
more reassuring fact—the military head of the
German Army, voff* Moltke, left for his cure in a
foreign spa. The President of the French Republic
and his Prime Minister were on a ceremonial visit
to Russia and only arrived back in Paris onJuly 29th.
Our Foreign Office preserved its ordinary tranquillity

of demeanour and thought it unnecessary

Cabinet f to sound an alarm even in the Cabinet
g”car“i"g‘;eo Chamber. | remember that some time

in July, an influential Hungarian lady,
whose name | have- forgotten, called upon me at
11, Downing Street, and told me that we weretaking
the assassination of the Grand Duke much too
quietly ; that it had provoked such a storm through-
out the Austrian Empire as she had never witnessed,
and that unless something were done immediately to
satisfy and appease resentment, it would certainly
result in war with Serbia, with the incalculable con-
sequences which such an operation might precipitate
in Europe. However, such official reports as came
to hand did not seem to justify the alarmist view
she took of the situation.
| cannot recall any discussion on the subject in
the Cabinet until the Friday evening before the final
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declaration of war by Germany. We were much
more concerned with the threat of imminent civil
war in the North of Ireland. The situation there
absorbed our thoughts, and constituted the subject-
matter for the major part of our deliberations.
M r. Churchill recalls the fact that on that Friday,
the 24th of July, we met in the Prime Ministers
room in the House of Commons to discuss once more
the Irish criss, which was daily becoming more
menacing. When that discusson was over the
Cabinet rose, but the Foreign Secretary asked us to
. remain behind for a few more minutes

ge';iv;’ﬁg as he had something toimpart to us about
announcementt€ situation in Europe. When weresumed
our seatshetold us, for thefirst time, that he

thought the position wasvery grave, but he was hopeful
that the conversations which wer e proceeding between
Austria and Russia might lead to a pacific setdement.
So we separated upon that assurance.  On Saturday
Sir Edward Grey left for his fishing lodge in Hamp-
shire, and all other Ministers followed his example
and left town. On Sunday came the news of the
landing of arms by Nationalists at Howth, near
Dublin, and of a conflict with the military which
arose out of that incident. The excitement over this
event overshadowed, for the time being, the Con-
tinental situation. At that very hour Isvolzky, the
Russan Ambassador in Paris, who was

Russia then at St. Petersburg, and M. Paleologue,
anicipales  the French Ambassador in Russia, both
said : " It iswar thistime" ; and later

on the same Sunday afternoon, Monsieur Sazonow,
the Russan Foreign Minister, made a similar state-
ment to Monsieur Paleologue, and added : " It is
too terrible to contemplate. Mr. Harold Nicolson,
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in hislife of his father, the late Lord Carnock, who
was then Permanent Head of the Foreign Office,
dates that Sir Arthur Nicolson, as he then was,
became so alarmed about the situation on this
Sunday, that he took immediate geps to bring Sir
Edward Grey back to London. War was declared
by Austria on Serbia two days later and by Germany
and Russa five days later.

Even then | met no responsble Minister who was
not convinced that, in one way or another, the
calamity of a great European war would somehow be
averted.

2. NOBODY WANTED WAR

In looking back upon the incidents of those few
eventful days one feds like recalling a nightmare, and
after reading mogt of the literature explaining why
the nations went to war, and who was responsble,
the impression left on my mind is one of utter chaos,
confusion, feebleness and futility, especially of a
stubborn refusal to look at the rapidly approaching
cataclysm.  The nations backed their machines
over the precipice. Amongst the rulers and
satesmen who alone could give the final word which
caused great armies to spring from the ground and
march to and across frontiers, one can sse now clearly
that not one of them wanted war ; certainly not on

thisscale. The possble e*ep™on”isjhe
\,T,QS\TA?H”?O foolish Betd™” Premier,
<brWorld  upon whom must be fixed thechiefper sonal
Wer respdnsibilityfoFmQst oFwhat: happened*

* That Berchtold was prepared if necessary to launch a European war
in furtherance of his projects is evidenced by a dispatch from him on 25th
July, 1914, to the Austrian Ambassador at St. Petersburg, where he gives
Mm the following instructions :—

' ... When your Excellenc% reaches mis point in your conversation
with Herr Sazonow, it will be a suitable .opportunity for stating in
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As to the rest, they all shrank from the prospect.
Least of all could it be said that the aged Franz
Joseph wanted war.

The lagt thing the vainglorious Kaiser wanted
was a European war. The feeble and simple-
minded but sncere Czar of the Russas certainly
did not desrewar. During his reign the occasional
outbursts of truculence against strikers, Jews, and
revolutionaries, for which he was held responsble,
were not any expression of natural ferocity on
his part. They aways occurred as a result of
official incitement, usually as a means of countering
some domegtic criss. But on this occason his
principal official adviser, Sazonow, displayed a real
horror at the prospect of a great war, and in the Czar's
more intimate circles, even Rasputin warned the
Court of the danger to the Dynasty which would be
involved in plunging Russa into a great conflict with
her powerful neighbours.

Austrian and German rulers and statesmen had a
hankering desre for a small war against a tiny

_ neighbour who, standing alone, would
Drivefora  gaqgly and speedily be overwhelmed. It
Serbian . .
campaign ~ Would soon be over, the prestige of Austria

would be restored by this exhibition of her

irresistible might, and Germany would once more

prove hersdf the undoubted master of Europe and

the unchallengeable arbiter of its destinies. But the

lagt thing any of these Rulers and Statesmen wanted

was a prairie fire that would scorch up a whole
connection with your Acoount of our moatives and intentions, that

as your Excdlency would be aIr in a pogtion to make dear—are

seing for no terr|t0r|al gain, and have no intention of impairing the

verdagnty of the KlnPdom (of Serbla) but that on the other hand we

shall gototheutmost mit in carrying through our demands, and shall
not even recoil fromthepotsibilify of European complications *

(My italics.)
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continent. Those who directed affairs amongst the
Central Powersonly felt that they must burn out that
" wapps nest,” as they called Serbia, and they never
seemed to take cognizance of the fact that the grass on
the plains of Europe at that time was all tinder.
There was no arresting voice anywhereto call a hslt:
no dominant personality to enforeceattention or offer
acceptable guidance amidst the.chaosu  The world,

was exceptionally, unfortunate, in the
Lack of quality of its counsdlors in this terrible
greatstatesmen  emer gency H ad there been a Bismarck

in Germany, a Palmerston or a Disradli
in Britain, a Roosevelt in America, or a Clemenceau
in authority in Paris, the catastrophe might, and
| believe would, have been averted ; but there
was no one of that quality visble on the bridge
in any great State. Von Bethmann-Hollweg, Poincare,
Viviani, Berchtold, Sazonow and Grey were all
able, experienced, conscientious and respectable
mariners, but distinctly lacking in the force, vison,
imagination and resource which alone could
have saved the situation. They were all handy
men in a well-behaved s, but hdpless in a
typhoon.

In Germany, which counted mog in this criss
navigation was complicated by the august presence
on thebridge, of aweak, fussyand egotistical personage,
who, at critical moments, overawed and overrode
all his subordinates. He never contemplated a
great war as a posshility when in the early
days of July he issued his first directions as to the
course of German diplomacy, and then sailed
away to the Norwegian fiords, where he depended
for his information as to the course of a crigs
whose issue was in his hands, upon some local
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newspaper. * When he came back and realised that he
might be involved in a great European struggle, he
visibly shrank from the prospect, but he had not the
strength to countermand his orders. He was afraid
of being taunted with cowardice in the face of danger.
So he allowed himself to be dragged into a conflict, for
leader ship in which he was utterly unfitted by training,
talent or temperament.

The picture which the events of the last fateful days
present to meis that which you sein an estuary, when
ariver, which has been gliding steadily along towards
the sea for a long distance without any constiousness
of the final destiny which awaits it in the direction
in which it flows, suddenly finds itself confronted with
the immensity of the ocean and the terror of its waves.
The confuson and tumult of waters which ensue mean
that its reluctance has come too late. | f! were on Jt
jury trying any of the men who were in control of

affairs at that date, |1 should bring against
Mansaughte: MOst of them a verdict of manslaughter
not murder  rather than of murdef. A brief summary

oF what happened will give an idea of the
amlesness and muddle that prevailed.

Grey wanted Russa and Austria to talk it out
amongst themsdves. He then suggeted the media-
tion of Germany with Austria, of France with Russia,
and of Russa with Serbia. On the other hand,

. My fleet was cruising as usual in the Norwegian fiords, while |
was on my summer vacation trip. During my stay at Balholm | received
but meagre news from the Foreign Office and was obliged to rely principally
on the Norwegian newspapers, from which 1 received the impression that
the situation was growingworse. | telegraphed repeatedly to the Chancellor
and the Foreign Office that | considered it advisable to return hornet but
was asked each time not to interrupt myjourney. . . .

When, after that, however, | learned from the Norwegian news-
papers—fwf from Berlin—of the Austrian ultimatum to Serbia, and,
iImmediately after, of the Serbian Noteto Austria, | started upon my return
JourneyW|thoutfurther ado. . .

(" MyMemoirs," 1878- 1918 ex-Kaiser WilhelmJl 1, pp.241-2.)
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Germany preferred to leave Austria to talk it out
alone with Serbia without any intermediary or
~ intervener.  Sazonow leaned towards
Grey's diplo- conyer sations between Russia and Austria;
matic proposals
for aconference G€rmany, later on, but much too late,
inclined in the same direction. Grey
then cut athwart this idea with his proposal for a
conference of Ambassadors in London, but he wished
to leave both Austria and Serbia out of this gathering
—a fatal omisson which undoubtedly led Germany
to rgect the proposal. In von Bethmann-Hollweg's
opinion a Conference so constituted looked too much
like atribunal to try ""Audrids case, when the country
which was arraigned would not even be present to
sate her defence, and, in any event, all the judges
being biased and the majority definitely hogtile,
would have but one friend on the Bench. Germany
still preferred a continuation of the Austro-Russian
talks. And, besdes it was quite clear that the
Germans did not care for the idea of a meeting in
London. England, France, and Russa would be
represented there by skilled and experienced
diplomatists, rootedly opposed to the Austrian
objectives in the Balkans; on the other hand, the
German Ambassador had not the full confidence of
the German Foreign Office, for many reasons.
Amongst others, he was suspected of hesitancy and
lukewarmness in his attitude towards the Austrian
pretensons. Even Russa was not enthusiastic about
the notion of a Conference, preferring to continue
direct negotiations with Austria. Sazonow only
accepted the proposal of a Conference in the event
of these direct negotiations breaking down.  The
Four-Power Conference was, therefore, turned down.
The suggestion had only served to waste invaluable
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time. It was not wisdy framed, and it was not put
forward with conviction ; it was not presssd home
and it was finally dropped ; in fact, it was dropped
at the first objection. It was a timid and half-
hearted approach, and at the first difficulty it
encountered it was abandoned by itsdistracted author.
Then came the muddle about mobilisation and semi-
mobilisation of the Austrian, Russian, and Serbian
Armies. The Willy-Nicky letters followed with the
Czar's suggedtion of a reference to the Hague, and
the Kaiser's counter-suggestion of a cancellation by
the Czar of his Decree for mobilising the Russian
Army. The letters were written to the tramp of
battalions and the rumble of cannon pressng on
towards frontiers, and the inevitable clash that was to
come. A multitude of moidered Counsdlors, by
their conflicting advice, now hustled Wisdom into the
arms of the bravoes who had for years waited eagerly
for this hour, and were standing impatiently outside
the Council Chambers ready to strangle their victim.

3. ATTITUDE—MILITARY, POLITICAL AND CIVILIAN—
TO WAR

Whilst diplomacy desired peace and worked for it
by confused and bewildered methods, there were
powerful eements in every community

Military wish that thirsted for war. The Military
for war Chiefs, high and low, in at least three
of the countries principally concerned

wer e not averse from putting their theories, plans, and
hopes to the test. All of them believed in the machine
they had helped to perfect, and they were confident
that if tried it would prove triumphant. In this
country this desire did not count in the estimation of
a hair ' Our overwhelming confidence in the power
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of our Navy may perhaps have influenced opinion
in certain quarters, but that influence was not
decisve. In Germany, on the other hand, military
sentiment counted a good deal. | am inclined to
B believe, after a careful perusal of the
Adedsve  avidence, that it was a decisive factor.
factor in . . . .
Germany The Kaiser had, owing to certain in-
cidents and indiscretions, lost much of his
popularity. Hispopularity with hisAr my wasdefinitely
on the wane. They realised that he had not the heart
of a soldier, and that he was not the man who would
lead them into batde—if he could avoid a fight. The
Grown Prince was tfrer favourite. The Kaiser was
becoming sendtive to this rather contemptuous
_ opinion formed of his courage by the
ﬁlfzmcg Army he idolised. He knew that any
indecision symptom of shrinking or shuddering at
the prospect of a great fight would finally
forfeit the la remnant of respect for him in the
breads of the soldiers he adored. This he could not
face. So the lagt fatal days before the War present
the pitiable spectacle of a man torn between fear,
common snxe and vanity, the two former pulling
him back from the chasm—the latter pushing him
relendesdy over the brink. His letter of the 28di of
July to von Jagow is a perfect specimen of the
distracted state of mind which was produced by this
inward struggle. In it he said :—

" That the requests of the Danube Monarchy
had been broadly met; the Serbs few reservations
could probably be cleared up by negotiation ; the
reply amounted to a capitulation in the humblest
style/ and with it there disappeared all reason for
war" (The italics were the Kaiser's) *

e Lute: " Lord Grey and the World War " (pp. 357-8).
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This part of the letter is often quoted. What is
not so often quoted is the following sentence in the
same note in which he stated that he considered
that a guarantee was needed for the execution of
the demands upon Serbia, and aso that as " a
visible satisfaction (Thonneur for Austriathe Austrian
Army should temporarily occupy Belgrade as a
pledge." The letter is a proof of the fatal hesitancy
in the Kaiser's will, prompted by conflicting appeals.
His subordination of judgment to the will of the
Army is further illustrated by his attitude towards
the invasion of Belgium. When he realised that a
march across Belgium without the consent of its
Government would bring Britain into the War, he
sent for Von Moltke and asked him whether it would
not be possible to change the war plan and concentrate
on Russia. Von Moltke replied that it was too late,
as all the preparations had been made on the
assumption that the German Army would immediately
march through Belgium and capture Paris in a given
time. The Kaiser is stated to have replied : " Your
uncle would have given me a different answer."
Nevertheless he surrendered.

The " litde war " to occupy Belgrade was the bait
of the General Staff to land the Great War. Once

. its hook was in the gills of the Kaiser he
fustiids  was dragged along.  The " little war "
War" involved the mobilisation and declaration

of war by Austria. That brought on the
partial mobilisation of Russia. That drove Germany
into the declaration of war against Russia. Then
we were already in the World War,

In Austria and Russia the High Command were
finally respongble for the War. They inssted on
mobilisation whilst not unhopeful negotiations were
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still going on. Austrian mobilisation led to Russia
mobilising her army so as to prevent any surprise
movement across the frontier. Austria mobilised to
drike at Serbia. Russia mobilised for a counterblow.
When the Kaiser, frightened by the thunder clouds,
intervened personally with the Czar to avert war, he
begged " Nicky " to cancel his Decree which had
already gone forth, for the mobilisation of the Russian
army. The Czar was willing to accede to this not
unreasonable request, but the army leaders assured
him that the " technical " difficulties of cancellation
and even of partial demobilisation were insuperable.
It was thus that the military chiefs in the leading
countries of the Continenets
whilst their impotent statesmen were still fumbing
for Peace. Each army believed in its own in-
vinabilltv*and was anxious to demonstrate i ti

The belief in the superiority of the German Army
was by no means confined to the Germans. |
Reputed remember two or three years before the
invincibility ~ War, Lord Kitchener, who was then
of Geman  Sjrdar of Egypt, calling upon me at the
Army Treasury in connection with a loan for
the development of the Sudan. As it was shordy
after the Agadir crisis, we got on to the subject of
the Franco-German position. He had a poor opinion
of the French Army, and thought the Germans
would " walk through them like partridges.™ Shortly
afterwards, there was a banquet at Buckingham
Palace to entertain some foreign potentate, and | sat
next to aforeign Prince, who was not German. He
also entertained the same opinion of the invincibility
of the German Army, and used exactly the same
metaphor as L ord Kitchener about the way it would
scatter all other armies like partridges.
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The French* Army, on the other hand, wei«
equally confident of their powers. They believed
they had the best gun in the field—
French the famous soixank-quinze—and they
military . .
confidence  Were not far wrong. It is not the first
time that rapture over the posesson of a
new military invention has made a nation les averse
from war. The French had also great confidence in
the training given to their officers and in the fine
quality of their troops. They knew their organisation
was excellent and they had the inevitable " plan."
There never was a time since 1870 when the French
Army had less fear of its great rival. The Russans
had improved their Army in equipment and organisa-
tion gnce their defeat in Manchuria. They felt
infinitely superior to the Austrian Army, and deemed
themsdves quite a match for what was left of the
German Army, after the better half of it had marched
to the West. Generals in this frame of mind hungered
for war and had no difficulty in manoeuvring statesmen
who did not know their own minds into postions
wherewar becameinevitable. Thusgreat armaments
made war.
But the Army was not the only element that desired
war. The populace caught the war fever. In every
capital they clamoured for war. The
Popular theory which is propagated to-day by
war fever pacifist orators of the more cantankerous
and les convincing type that the Great
War was engineered by eder and middle-aged
satesmen who sent younger men to face its horrors,
is an invention. The elder datesmen did their
feckless best to prevent war, whilst the youth of the
rival countries were howling impatiently at their doors
for immediate war. | saw it mysdf during the first
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four days of August, 1914. | shall never forget
the warlike crowds that thronged Whitehall and
poured into Downing Street, whilst the Cabinet was
deliberating on the alternative of peace or war. On
Sunday there was a great crowd. Monday was Bank
Holiday, and multitudes of young people concentrated
in  Westminster demonstrating for war against
Germany. We could hear the hum of this surging
mass from the Cabinet Chamber. On Monday

afternoon | walked with Mr. Asquith to
t[i)c?rg?ﬂgra_ the House of Commons to hear Grey's
Whitehall  famous speech. The crowd was so dense

that no "™ca could drive through it, and
had it not been for police assistance we could not have
walked a yard on our way. It was distinctly a pro-
war demonstration. | remember observing at the
time: " These people are very anxious to send our
poor soldiers to face death ; how many of them will
ever go into battle themselves ? " It was an unworthy
doubt of the courage and patriotism of the demon-
strators. A few days later recruiting stands were st
up in the Horse Guards Parade, and that great open
gpace beheld a crowd of young men surging around
these stands and pushing their way through to give
their names for enlistment in the Kitchener Armies.
For days | heard, from the windows at Downing
Street and the Treasury, the movement of a myriad
feet towards the stands and the shouting of names of
eager volunteers by the recruiting sergeants. The
War had leapt into popularity between Saturday and
Monday. On Saturday the Governor of the Bank of
England called on me, as Chancellor of the Exchequer,
to inform me on behalf of the City that the financial
and trading interestsin the City of London weretotally
opposed to our intervening in the War. By Monday

voL.1 E
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there was a complete change. The threatened in-
vasion of Belgium had s the nation on fire from sato
sa. By then Sir Edward Grey had ample evidence
that hisstipulation to Monsieur Gambon that we could
only come to the aid of France if public opinion

demanded it, was completely fulfilled.
Sympathy ~ But Belgium was responsble for the
withBelgium change. Before then the Cabinet was

hopdesdy divided—fully one third, if
not one half, being opposed to our entry into the
War. After the German ultimatum to Belgium the
Cabinet was amost unanimous. Had Germany
without any provocation attacked France, | have no
doubt that public sentiment in this country would
have demanded that the Government should go to
the aid of the victim of such wanton aggresson. But
it was thoroughly understood that on this occason
France was drawn into the quarrel by her Treaty
obligations with Russia, and that if France had sood
out of the- dispute, Germany would only have been
too pleased to leave her alone. The Franco-Russian
Alliance was offensve and defensve. France was
therefore bound to support Russia, whether e
wasinterested in the casus belli or not. But Britain was
not in that position. We had given no undertaking
to come to the aid of Russa in any dispute, whether
in the East or in the West. Russian autocracy was
almost as unpopular with the people of these idands
as Bolshevisn is to-day. It was identified with
Siberian prisonsfor political offenders, and with whole-
sale pogroms of harmless Jews, and with the massacre
of workers whose*bhly*chme was the presenta-
tion of a petition for the redress of their undoubted
wrongs. So long therefore as the war was likely to
take the form of a contest between the autocracies of
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Germany and Austria on the one hand, and of Russia
and her Allies on the other, British opinion was
definitely opposed to intervention. It isamisfortune
that Sir Edward Grey did not play sooner and more
boldly this card of our treaty pledges to Belgium. It
might have averted war altogether.

The London demonstrations had their counterparts
in St. Petersburg, Berlin, Vienna and Paris. Blood
was up and blood must flow. The populace and the
military were at last of one mind. Thi*j*onibinalioa
took decision out of the hands of quivering and
HesltarrTstateS had.
not the resol ution alKiJbpl3ness to do the simple things
that ~could..alone jsnsuretit® Mr. Eniil "Ludwigs
description of huge assemblies in the London squares
demanding peace, whilst a small mob of French
residents in London gathered together to clamour for
war, is nonsense—and mischievous nonsense, because
such a fdse picture deludes and misleads the states-
manship of the future as to the real perils against
which it has to guard.

There is no better evidence of the change which
came over public opinion than the following extracts

from the Daily News. The great Liberal
Evidenceof journal came tardily to the conclusion
Daily News that war was justifiable. It represented

the reluctance with which Liberals
throughout the country contemplated the prospect
of Britain entering into the War. Its testimony as
to the state of public opinion during these eventful
days is therefore not biased by any bellicosity. Here
Is a paragraph which appeared in that paper on the
3rd of August, which gives a very faithful account
of the temper of the nation up to and including
Sunday —



68 WAR MEMOIRS

" Thereis no war party in this country. On the
contrary, the horrors of war have already seized
on the popular imagination, and in the highways
and public vehicles in London yesterday, the
populace were heard to express their indignation
at the swift and tragic movements on the Continent."

Here is an account of the crowds on the following
day, after it came to be known that Germany was
threatening Belgium :—

" The crowd continued to grow and grow. It
extended from Trafalgar Square where it formed a
dense mass, right along to the House of Commons,
where its greatest number gathered about Downing
Street, opposite the War Office. Groups of young
men passed along in taxi-cabs singing the
" Marseillaise." During the earlier part of the
day there had been little disposition to demonstrate
by the wearing of colours, but the tendency spread,
and hundreds were buying UnionJacks. At seven
o'clock in the evening, when Mr. Asquith left the
subsequent Council Meeting to go to the House
of Lords, the crowds cheered him with extra-
ordinary fervour. It was a scene of enthusiasm
unprecedented in recent times."

Here follows an extract from the account of the
temper of the crowd of the 4th of August, after it had
been known that we had delivered our ultimatum to
Germany —

"In anticipation of the receipt of Germany's
reply, huge crowds gathered in Whitehall and out-
side Buckingham Palace, and extraordinary scenes
of enthusiasm were witnessed. . . . Ministers
entering 10, Downing Street were loudly cheered.
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Not for years—since Mafeking night—have
such crowds been seen in London, and Whitehall,
the Mall, and Trafalgar Square, were all packed
with excited throngs."

Then follows an account of the frenzy with which
the Declaration of War was received :—

The enthusiasm culminated outside Bucking-
ham Palace when it became known that war had
been declared. The word was passed round by the
police that silence was necessary, inasmuch as the
King was holding a Council for the signing of the
necessary proclamations. . . . The news that
war had been declared was received with tremen-
dous cheering which grew into a deafening roar
when King George, Queen Mary and the Prince of
Wales appeared on the balcony. . . .

Westminster, Charing Cross, and the main
thoroughfares round Westminster were thronged
all last night with excited throngs, who displayed
marked tendencies towards mafficking. Both in
numbers and in noisiness it far exceeded the crowds
of Monday. Union Jacks were everywhere to be
seen, and the air was filled with the sound of
patriotic songs; Trafalgar Square was almost
impassable.

A hostile crowd assembled outside the German
Embassy, and smashed the windows. A special
message was sent to Cannon Row, and a force of
mounted and unmounted police was quickly on the
scene, but had considerable difficulty in restoring
order."

In face of these reports, given by a witness whose
leaning was definitely against war, what becomes of
the suggestion that we entered into the War against
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the vocal opposition of the people of this country ? All
wars are popular on the day of their declaration. To
guote Walpole's famous observation upon a war into
which he had been reluctantly forced : " They are
ringing the bells now : soon they will be wringing
their hands." But never was thereawar so universally
acclaimed as that into which Britain entered on the
4th of August, 1914.

4. 4TH AUGUST, 1914

The 4th of August, 1914, is one of the world's
fateful dates. The decison taken on that day in the
name and on behalf of the British Empire altered the
degtiny of Europe. It is not too much to say that it
gave a different turn or direction to the advance of
the human race. The trumpets of war had already
sounded in the East and in the West, and colossal
armies were hurrying to the daughter. Millions of
men were either on the march or strapping on their
armour for the conflict, and roads and railway tracks
trembled with the weight of guns and munitions and
all the sniger devices and mechanisms of human
destruction !

Was there any hope that the great catastrophe could
be averted ? There were continuous meetings of the

Cabinet on Friday, Saturday and Sunday.
Belgium the | experienced much difficulty in attending
crucial issue  throughout because of the Conference at

the Treasury to deal with the grave
financial situation into which we had been plunged
by War. But | heard and took part in mog of the
discusson. It revealed serious differences of opinion
on the subject of British intervention in a Russo-
German war even although France were forced by
her Russian alliancetojoinin. Grey never definitely
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put before the Cabinet the proposition that Britain
should, in that event, declare war. He never expressed
a clear and unequivocal opinion either way and no
decision was therefore taken on that point. But it
was quite clear from the course of the debate inside
the Cabinet and the informal conversations which
took place outside during our short adjournments
that we were hopelessly divided on the subject of
Britain entering the War on the issue as it had
developed at that date. Had the question of defend-
ing the neutrality and integrity of Belgium been
raised there would not have been a dissentient voice
on that issue. Lord Morley and John Burns might
conceivably have stood out. Of that | am not
convinced had a decision on that point alone been
reached in time as a means of circumscribing the
area of war and possibly of persuading Germany of
the futility of waging it at all under conditions which
would have been unfavourable to her preconcerted
military schemes. But such a proposal was never
submitted to our judgment.

The one faint glimmer still visible in the lowering
sky was in the direction of Belgium.

The dark clouds were rapidly closing up, but there
was still one visible corner of blue. The Germans
had signed a treaty not merely to respect, but to pro-
tect the neutrality of Belgium. Would they honour
their bond ? Great Britain was a party to that com-
pact. If anyone broke its terms, Britain was bound to
throw in her might against the invader. Would the
faith of Prussia, strengthened by the fear of Britain,
prevail ? If the treaty stood, the situation might yet
be saved.

The policy | urged upon my colleagues was not
one merely of passive non-intervention in the struggle
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between Germany and Austria on the one hand and
Russia and France on the other. We were not in the
position of France. She was bound by Treaty to
support Russia in her quarrels with Germany. We
were under no such obligation. | proposed, therefore,
that we should take immediate steps to increase and

strengthen our Army in numbers and
My proposals - equipment, so that when we judged the
L"{eparedn% timehad comefor intervention, none of the

belligerents could afford to disregard our
appeal. Had Germany respected the integrity of
Belgium, that policy would have been the wisest
course to pursue. There would have been plenty of
time for passons to exhaust their force and for the
sanguine expectations of military enthusiasm to
evaporate. The problem of France would have been a
different one ; the march of events would have been
slower. France, instead of having to defend afrontier
of over 500 miles, without fortresses or artificial
barriers, could have concentrated all her strength on
defending afrontier of 250 miles protected by formid-
able fortresses. An army (including reserves) of
3,000,000 men, holding entrenched positions on this
narrow frontier, would have been invincible, and
Germany might well have been content merely to
defend her frontiers in the West, and throw her armies
into Poland. There, difficulties of transport, bad
roads, inadequate railways, immense distances, would
have postponed decision for weeks if not for months.
It took Germany over 12 months' hard fighting to con-
guer Poland. Even then the Russian Army was still in
being and ready to resume the conflict in 1916.
British intervention in the cause of peace might then
have induced saner counsels. Britain was the one
Power in Europe that had never yet been beaten in a
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European war. With her immunity from attack,
with her immense fleet manned by the most skilful
seamen in the world, with her enormous resources,
she could be reckoned upon to wear down any Power.
Had Britain been able to throw into the scale awell-
equipped army of a million men to support her fleet,
Germany would have hesitated before she rejected
terms of peace and thus brought the British Empire
into the conflict on the side of her enemies. These
were the arguments | advanced in favour of non-
intervention in the struggle if the neutrality of
Belgium were respected.
The invasion of Belgium put an end to ail these
possibilities. Then our Treaty obligations were
involved. On Sunday, the 2nd of August,
Belgium defies the omens were not propitious. There
Germany were clear indications that the German
forces were massing on the Belgian frontier.
Germany had appealed to Belgium for permission to
march through her territories to attack France.
Belgian Ministers hesitated, but the answer given by
Belgium's heroic King constitutes one of the most
thrilling pages of history. The British Government,
on hearing the news, issued an ultimatum to Germany
warning her that unless by twelve o'clock on August
4th assurances were received from Germany that the
neutrality of Belgium would be treated as inviolate,
Britain would have no alternative but to take steps to
enforce that treaty. Would Germany realise what
war with Britain meant, arrest the progress of her
armies, change her strategy, and perhaps consent to a
parley ? How much depended upon the answer to
these questions! We could suspect then what it
meant: we know now. There were many of us who
could hardly believe that those responsible for guiding
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the destiny of Ger many would be so fatuous as deliber -
ately to provoke the hostility of the British Empire
with its inexhaustible reserves and with its grim
tenacity of purpose once it engaged in a struggle.
Amongst those who criticise the intervention of
Britain there are two sections. There are those who
pretend to believe that this was a war
Falsecharges jntrigued and organised and dictated by
against . . .
financiers  financiers for their own purpose. In
Germany and amongst thefriendsof Ger -
many in other lands there are those who ascribe our
action totheirritation produced by a growing jealousy
of Germany's strength and prosperity, and British
politicians are pictured as eagerly on the pounce for
an opportunity to destroy this redoubtable rival. As
to both, the tale of these days is a complete answer.
| was Chancellor of the Exchequer and, as such, |
saw Money before the war ; | saw it immediately
after the outbreak of war; | lived with it for days, and
did my bes to steady its nerve, for I knew how much
depended on restoring its confidence ; and | say that
money was a frightened and trembling thing : money
shivered at the prospect. It is a foolish and ignorant
libel to call this a financiers war. As to the second
form of attack on British action, big busneses every-
where wanted to keep out of it, and as to the rest this
narrative will be a reply. Here were no eager men
praying for the hour to arrive when they could strike
down a great commercial rival.
It was a day full of rumours and reports, throbbing
with anxiety. Hour after hour passed,
TheCabinet and no sign came from Germany. There
waitsfor newswere only disturbing rumours of further
German movements towards the Belgian
line. The evening came. Still no answer. Shortly






TELEPHOHE MESSAGES RECEIVED BY CHIEF CENSOR
FROM CHIEF CENSOR. WAR OFFICE.

Time: 9,5 p.m.

Nte: August 4th 1914.

The following message has been intercepted by W.O.Censor:

To: « Gaeman .Ambassador.

From...... JfttiP. ... ..

English Ambassador has Just demanded his passport

shortly after aeren o'clock declaring war

/signed/  Jagow

“ag:
(23
2

Tht British Cabinet V tirst intimation of the outbreak of War u>n\e\eil
in an inUrupteil tek“ram from the (ionium (iovernment to the
Ctnnan Amba™ador m London, Pnnu Lielmowski
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after nine o'clock | was summoned to the Cabinet
Room for an important consultation. There | found
Mr. Asquith, Sir Edward Grey, and Mr. Haldane all
looking very grave. Mr. M'Kenna arrived soon
afterwards. A messge from the German Foreign
Office to the German Embassy in London had been
intercepted. It was not in cipher. It informed the
German Ambassador that the British Ambassador in
Berlin had asked for his passportsat 7 p.m. and declared
war. A copy of this message was passed on to me,
and | have it still in my possession. A facsimile of
this fateful document as it was submitted to us at this
solemn conference is reproduced opposite :

"Time: 95 p.m.
Date : Aug. 4th, 1914.
The following message has been intercepted by
W.O. Censor \—
To German Ambassador from Berlin.
English Ambassador has just demanded his
passport shortly after seven o'clock declaring war.
(Signed) Jagow."

No news had been received from Sir Edward
Goschen.*

We were therefore at a loss to know what it meant.
It looked like an attempt on the part of the Germans
to anticipate the hour of the declaration of war in
order to effect some coup either against British ships
or British coasts. Should this intercept be treated as
the commencement of hostilities, or should we wait
until we either heard officially from Germany that our

* We learnt subsequently that his telegram to us announcing his action
had been held up by the German authorities. It never reached us, and not

until Sir Edward Goschen arrived back in Britain some nine days later did
we hear of its dispatch and obtain a copy of its text.
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conditions had been rejected, or until the hour of the
ultimatum had expired ? We sat at the green table
in the famous roém where so many historic decisions
had been taken in the past. It was not then a very
well-lighted room, and my recollection is that the
lights had not all been turned on, and in the dimness
you might imagine the shades of the great British
statesmen of the past taking part in a conference which
meant so much to the Empire, to the building up of
which they had devoted their lives—Chatham, Pitt,
Fox, Casdereagh, Canning, Peel, Palmerston, Disraeli,
Gladstone. In that simple, unadorned, almost dingy
room they also had pondered over the problems which
had perplexed their day. But never had they been
confronted with so tremendous a decision as that with
which British Ministers were faced in these early days
of August, 1914.
And now came the terrible decision : should we
unleash the savage dogs of war at once, or wait until
the time limit of the ultimatum had
Warning expired, and give peace the benefit of even
theNavwy s,ch adoubt as existed for at least another
two hours? We had no difficulty in
deciding that the Admiralty was to prepare the fleet
against any sudden attack from the German flotillas
and to warn our coasts against any possible designs
from the same quarter. But should we declare war
now, or at midnight ? The ultimatum expired at
midnight in Berlin. That was midnight according
to Central Europe time: it meant eleven o'clock
according to Greenwich time. We resolved
to wait until eleven. Would any message arrive from
Berlin before eleven informing us of the intention of
Germany to respect Belgian neutrality ? If it came
there was still a faint hope that something might be
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arranged before the marching armies crashed into
each other.

As the hour approached a deep and tense solemnity
fell on the room. No one poke. It was like awaiting
the signal for the pulling of a lever which would hurl
millions to their doom—with just a chance that a
reprieve might arrive in time. Our eyes wandered
anxiously from the clock to the door, and from the
door to the clock, and little was said.

" Boom ! " The degp notes of Big Ben rang out
into the night the first srokes in Britain's most fateful

hour since she arose out of the deep. A
The hour shuddering slence fell upon the room.
strikes Every face was suddenly contracted in a

painful intensity. " Doom ! " " Doom ! "
" Doom ! " tothelast stroke. Thebig clock echoed in
our ears like the hammer of destiny. What destiny ?
Who could tell ? We had challenged the most power -
ful military empire the world has yet brought forth.
France was too weak alone to challenge its might and
Russa was ill-organised, ill-equipped, corrupt. We
knew what brunt Britain would have to bear. Could
e sand it ? There was no doubt or hesitation in
any breast. But let it be admitted without shame
that a thrill of horror quickened every pulse. Did we
know that before peace would be restored to Europe
we should have to wade through four years of the most
concentrated daughter, mutilation, suffering, devasta-
tion, and savagery which mankind has ever witnessed ?
That twelve millions of the gallant youth of the nations
would be dain, that another twenty millions would be
mutilated ? That Europe would be crushed under
the weight of a colossal war debt ? That only one
empire would stand the shock ? That the three other
glittering empires of the world would have been flung
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to the dugt, and shattered beyond repair? That
revolution, famine, and anarchy would sweep over
half Europe, and that their menace would scorch the
rest of this hapless continent ?

Has the full tale yet been told ? Who can tell ?
But had we foreseen it all on the 4th of August we
could have done no other.

Twenty minutes after the hour Mr. Winston
Churchill came in and informed us that the wires
had already been sent to the British ships of war in
every sa announcing the fact that war had been
declared and that they were to act accordingly. Soon
afterwards we dispersed. There was nothing more to
sy that night. To-morrow would bring us novel
taks and new bearings. As | left | felt like a man
standing on a planet that had b”*nludderily wrenched
from its orbit by a demoniac hand and~tto”wijfi
spinning unknown.\

On tne morrow Ministers woke up to a new and
unaccustomed outlook. Hitherto we had been deal-
ing with Britain and the world at peace. Now we
were confronted with the problems of Europe, in-
cluding Britain, plunged into the vortex of war.

Measures which conferred unheard-of powers on
the Executive were passed through both Houses of
Emergency ~ Parliament after a few hours discusson.
%OW%;ﬂzlﬂnﬁ M ost of_them had bee|_1 carefully thought
Wi’)rk of the  OUt during the tranquil years of peace by
committee of the numerous sub-committees of the Com-
I mperial mittee of Imperial Defence. Of what
Defence was accomplished by that remarkable
body in the years before the War, and of its foresght,
nothing has yet been written. Its founder—Earl
Balfour—when he st up the Committee of Imperial
Defence as an essential part of the organisation of
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defence, rendered a service to his country which
deserves immortality. Under Mr. Asquith it carried
on its task and traditions with undiminished vigour
and persistence. It therefore came to pass that when
war was thrust upon us, plans which played a vital
part in our achievement of victory lay at handin the
pigeon-holes of the Committee of Imperial Defence,
prepared down to the last detail and ready to be put
into execution. Credit must be given to Lord Balfour
for the creation and direction of this body and to Mr.
Asquith for making the fullest use of its powers and for
further developing its area and scope, but above all it
is due to three indefatigable secretaries, Sir George
Clarke, later Lord Sydenham, Admiral Sir Charles
Otdey, and the ablest and most resourceful of them all,
Lieutenant-Colonel Sir Maurice Hankey. The War
Book, perfected under Mr. Asquith's chairmanship,
and the work of Lord Haldane at the War Office—
his organisation of the Territorials, creation of a
General Staff as a thinking brain for the Army, and
the foundation of the Officers Training Corps—
constitute a powerful answer to those who taunt the
Liberal Government with being quite unprepared for
the contingency of war.

To these instances may be added the preparedness
of the Navy, more especialy in the matter of capital
ships, under the guidance of Lord Tweedmouth, Mr.
M'Kenna, and Mr. Winston Churchill.

But the C.I.D. had by no means completed its
Omissons exhaustive survey of the possibilities and
fromC.I.D. demands of war, when the storm broke
Survey : upon us. That probably accounts for the
finance and  fact that two contingencies which turned
munitions gyt to be of vital consequence had not
yet been explored. The first was the financial chaos
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which would inevitably ensue, especially in a country
which transacted most of the intricate busnes of
financing international trade.

The scond was the enormous expenditure of
munitions which would be involved in war under
modern conditions. No one had contemplated the
congtruction of earthen fortifications on so gigantic
a scale as that which developed in the Great War
upon which Europe had now entered. The Torres
Vedras lines were a matter of a few miles. So were
Todleben's earthen ramparts at Sebastopol. The
colossal  earthworks of 1914-18 extended over
hundreds of miles. The myriads of heavy guns,
trench mortars, and machine guns, the millions of
projectiles which became an essntial part of the
equipment of armies engaged in such vast operations,
were beyond the contemplation of any student of the
exigencies of war. With these two unforeseen emer-
gencies it was my destiny to be called upon to deal.

5. CABINET IGNORANCE OF FRENCH'S STRATEGICAL
ADVICE

To weave the events of the War into a consecutive
narrative is no part of my undertaking. That task
has already been discharged by other and more
expert pens than mine. | smply s mysdf to
contribute to the sory of the War more or les
detached incidents with which | was especialy
concerned. The Cabinet were told very little about
military or naval movements. In so far asthere was
any civilian consultation it was confined to the Prime
Minister, Mr. Winston Churchill, and occasonally
Lord Haldane and Sir Edward Grey.

The Cabinet was ignorant of the fact that in
the Councils of War held immediately after the
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declaration, Sir John French was opposed to the
Expeditionary ForcebeingtakentotheBelgianfrontier.
The first War Council held after the entry of this
country into the War was on 5th August.  Ministers
were represented by the Prime Minister, Lord Haldane,
Sir Edward Grey and Mr. Winston Churchill; the
Navy by Prince Louis of Battenberg, and the Army
by Lord Kitchener, Lord Roberts, Sir John French,
Sir lan Hamilton, Sir Charles Douglas, Sir H. C.
Selater, Sir John Cowans, Sir Stanley von Donop,
Sir Douglas Haig, Sir J. M. Grierson, Sir A. J.
Murray and Sir Henry Wilson. At this Council
Sir John French said :—

" that the prearranged plan to meet this situation
had been that the Expeditionary Force should
. mobilise simultaneously with the French
Sir Jﬁ,h” and concentrate behind the French Army
honeers At Maubeuge by the fifteenth day of
mobilisation. The intention then had

been for it to move eastward towards the Meuse
and act on the left of the French Army against
the right German flank. It had, however, always
been felt that, if we were late in commencing our
mobilisation, as had actually happened, we should
have to change our plan. Maubeuge, in his
opinion, was no longer a safe place at which to
concentrate. He suggested that Amiens would
now be the safer place at which to concentrate.
The general tenor of his opinion was that the
Expeditionary Force should be sent to France ; a
sde place for concentration should be selected,
and events should be awaited. He added that,
as an alternative, and owing to the existing con-
ditions, he was inclined to consider a landing at

voL. 1 F
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Antwerp with a view to co-operation with the
Belgians and Dutch. The three forces would form
a considerable army, and would necessarily contain
a large German force, and they might be able to
advance southward. The feasbility of this plan,
however, was largely a naval question. As an
alternative to a landing at Antwerp, he proposed
a landing in France and a movement to Antwerp
by the coas route."

He does not ssem to have received any support
from any quarter for his suggestions and he appears
not to have pressed them any further. The general
effect of the consultations which took place on that and
the following day was that we should conform our
strategy with that of the French Army.

Had either of the two courses been adopted, it is
clear now that the whole course of events would
have been different, and particularly would this have
been the case if five British Divisons had occupied
Antwerp. There would have been then on the
German flank five excellent Divisions of picked troops.
This would have provided the necessary stiffening
for the Belgian militia. The Germans would not
have consdered it safe to penetrate as deeply into
France as they subsequently did without clearing
their flank from this redoubtable menace. They
would thus have logt valuable time, and time was the
esence of their plan.

This advice given by the Commander-in-Chief of
the Expeditionary Forces was withheld from the
Cabinet and was therefore never discussed by
Ministers. During the three or four weeks that
followed the declaration of War the attention of the
Cabinet was concentrated upon questions of recruit-
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ing, the escape of the Goeben, the conjecture as to what
Turkey was likely to do, messages from Greece, and

occasional obscure reports from the Front,
Lord Kitchener Which were delivered tous at the beginning
and the Cabinet of each sitting by Lord Kitchener in his

loud staccato voice, and with that remote
look in his eyes directed at no one in particular,
which was a sure indication of his unease amid
surroundings with which he was not familiar. He
was sitting in council with men, belonging to the
professon with which he had wrestled all his life,
and for which, in his heart, he had the usual mixture
of military contemg)t and apprehension. His main
idea at the Council” table was to tell the politicians
as little as possible of what was going on and get
back to his desk at the War Office as quickly as he
could decently escape. Now and again he flashed
out an illuminating sentence of information. Just
before the first German blow was delivered, | recollect
that L ord Kitchener departed from his usual secretive-
nes so far as to reveal to us what General Joffre's
intentions were. The French Commander-in-Chief,
according to him, did not believe that the Germans
would march through the Central and Western
Provinces of Belgium, because it was an industrial
area where the roads were not good and not in the
least suited to the movement of large bodies of men
with transport and artillery. His idea was that the

German Army would swing towards the
Joffre*s idea  South-Eastern corner of Belgium, and
;fra?;;”a” attempt to pierce the Allied defences in

the direction of Namur. Lord Kitchener
said that Joffre's idea of the French strategy was that
of a boxer who covered himself from his antagonist's
blows with his left arm whilst he came round with
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the right and hit an unexpected blow at his an-
tagonist's weskest point. Lord Kitchener informed
us that he thought General Joffre's conception of the
German plan of operation was all wrong. He was
firmly convinced the Germans would march along
all the eleven roads that made for the frontier, and
would endeavour to outflank the Allied forces at a
point much higher up than that indicated by General
Joffre. However, he said, Joffre held stubbornly to
his view. We were soon to know the result of this
fatal miscalculation.

One morning | was engaged in the Treasury
disposing of a few urgent financial problems before
the meeting of the Cabinet when Mr. Winston
Churchill walked into my room with an unusually
gloomy mien. He had clearly some grave news to

communicate, and as | was surrounded
Newsofthe  py officials he beckoned me to come out-
retreatfrom . .
Mons side. We went into another room, and

he then told me what he had just heard
from Kitchener : that the Germans had advanced
with enormous forces along the upper Belgian roads ;
had driven our troops from Mons, and that the whole
British force was now in full retreat pursued by a
German force of overwhelmingly superior strength.
Mr. Churchill records that he was " relieved and
overjoyed at my response,” but | certainly felt, more
than ever, that we were up aganst it, and that
nothing but a mobilisation of the whole of our
strength could save Europe and the world from an
incalculable disaster.

For severa days we had no reports as to what was
happening. We heard nothing of the great struggle
in Lorraine where the French invading army was
hurled back across the frontier after a pitched
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battle in which the Germans won a decisive victory
more by asuperiority inartillery thanin numbers. We
- heard nothing of the defeat of the French
Cabinet wihot on the Meuse and the advance of the
saton Y German Army from that direction to-
wards Paris. We were in acomplete fog as
to the movements and plans of our own little army.
All weknew wasthat they quitted their positionsonthe
Belgian frontier and were pressed—if not pursued—
southwards by overwhelming German forces. We
were assured, however, day-by-day, that the retreating
army had at last taken up a position in which they
were prepared to make a stand with every hope of
successfully repelling their assailants. And then on
the following morning we were informed that they
had abandoned this position and resumed their retreat,
but were prepared to fight on a more defensible line,
which, we observed, was many leagues nearer Paris.
We heard nothing of the hurried crossing of the
Somme, the Aisne, the Marne, the Oise, and we were
not told for days of the retirement behind the Seine,
miles to the south of Paris. The Cabinet was be-
wildered by the scrappy and incoherent reports given
to it each morning by Lord Kitchener. He was
pressed to give us a more satisfactory account of what
was really happening. But he protested that he had
imparted to his colleagues all the information which
had been vouchsafed to him from our Headquarters
in France. The first intimation we received of the
seriousness and the magnitude of the defeat inflicted
upon the Allied Armies was a report in The Times—
published in defiance of the Censor—giving a graphic
account of the march of the German troops through
Amiens singing the " Wacht am Rheim" along its
deserted streets.
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The Cabinet ultimately decided to send Lord
Kitchener to Francetofind out. Conflicting accounts
of what passd on this occason between our great
Generals have already appeared, and | fed it is no
part of my task to reconcile them. It was my first
experience of the fallibility of the Military Leaders
—the stubborn miscalculation, muddle and lack of
co-ordination, which resulted in mowing down the
flower of the finest armies ever put in the field by
France and England.

| need hardly say that we were surprised and
disappointed by a collapse that had not in the least
been anticipated by us or our military advisers. But
there was no panic. Reinforcements were hastened
to France. Soon afterwards the victory of the Marne
—one of the great historical battles of the world—
checked the German advance. For the moment utter
disaser was averted, and we had time to make fresh
plans for the future.

From the fighting of the first two months of the
War there emerged two facts of supreme importance
Twovital facts!N their relation to the strategy of the War.
notfullyand Had these facts been fully appreciated by
promptlyapprethe Allied Generals at the time and had
gg‘neggjﬁ'“”'edthey conformed their plans to this under-

standing the War would have taken a
different course.  The first fact was the enormous
superiority of the Germans in artillery—not so much
in numbers as in weight and the definite advantage
enuring to them in this respect. For thefirst timethe
heavy gun was treated as a mobile weapon and its
superiority in range and destructive effect to the
ordinary field gun broke up the French offensve and
crumpled up the French plan of campaign.

The second was the difficulty—even with superior
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gun power—of dislodging a brave and tenacious
enemy from prepared positions where the defender
operated under cover. The French failed com-
pletely in open warfare in Belgium and Lorraine.
The longer range and more shattering power of the
German artillery broke up their attack, demoralised
their troops and forced them to a speedy retreat to
save their armies from utter destruction. On the
other hand the defeated troops successfully repelled
all attack by the victorious foe on the Grand Gouronne
of Nancy, although made with the same overwhelming
gun superiority. The French dug themselves in on
these hills and the Germans were beaten off with
great loss in spite of their more powerful artillery.

Marshal Foch in his Memoirs, writing of the lessons
taught (but not learnt) by the fighting of August and
September, 1914, says .—

" Generally speaking, it seemed proved that the
new means of action furnished by automatic
Marshal  weapons and long-range guns enabled the
Fochon  defence to hold up any attempt at break-
lessonsof ing through long enough for a counter-
*9Hh"™U attack to be launched with saving effect.
The ' pockets," which resulted from partial attacks
which were successful and seemingly even decisive,
could not be maintained, in spite of very costly
losses, long enough to ensure a definite rupture of
the adversary's line. They could be too quickly
rendered uninhabitable and usdess for the assailant.

When a defensive front has been forced by
superior numbers to fall back, it has not thereby
been broken. Counter-attacks on the assailant's
flank have often consumed the latter's reserves and
threatened his communications, to the extent of
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eventually stopping his partial advance and causing
him to retire.

Many new subjects for reflection are offered
when we examine the limitations and the wesknesses
of an offensive which, while tactically successful at
first, is continued in violation of the prlnC| ples
which modern weapons have now imposed ;

When did the Allied Generals come to these wise
conclusions? Not before the bloody assaults of
Artois and Champagne in 1915—not even by the
still more sanguinary battles of the Somme in 1916.



CHAPTER 111

SIR EDWARD GREY

| cannoT give a fair presentation of the events that
led to the War, prolonged its duration, and aggra-
vated and extended its desolation, without a candid
picture of the personalities who controlled and
directed these events. Their characteristics were
responsible for much that happened—for better or
for worse. JtjgLXDXSaken .view of history to assume
that its episodes were entirely due to fundamental
causes which”coul cT "not "He averted™ 1md~Tfral~They
were not precipitated or postponedL"by .JfagL Jnter-
ver*on”jDipersonality, j The appearance of one
Influenceof the dOMINAting individual in acritical position
personal factor @t aJdFcKiven*mentnhas ~Tten altered
on historical  the course of events for years aadleven
events Neneratiftiis*-jA gifted and resolute person
has often postponed for centuries a catastrophe which
appeared imminent and which but for him would
have befallen. On the other hand a weak or hesitant
person has invited or expedited calamity which but
for him might never have happened or which at least
could have been long deferred. | cannot therefore
tell my tale of the Great War without giving some
idea of the men whose qualities either hastened or
failed to avert it, or had the effect of prolonging its
devastating course once it had started.

| have found it an exceedingly difficult and
89
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occasionally disagreeable task to give an accurate
account of the prominent figuresin the War when so
many of them were colleagues with whom | always
enjoyed the most pleasant personal relations : some
of them men with whom | worked in perfect amity
for over a decade; some to whom | owed many
personal courteses and kindnesses, some who
accorded help in the kind of attacks which now and
again threaten to overwhelm any man who in politics
chooses the more controversial role.

These considerations more especialy apply to my
examination of the attributes of Mr. Asquith, Sir
Edward Grey, Mr. Bonar Law, Mr. Churchill and the
other distinguished political leaders with whom | was
privileged to work for so many years in cordiality
and good fellowship.

AsLord Grey (or as he then was, Sir Edward Grey)
was among those who played a decisive part in the
Importance of Si movements and occurrences that led to
Edward Grey's the War, it is necessary to an understand-
character for ing of my narrative that | should give a
understanding  frank estimate of his qualities. Histenure
of War tory  f the crucial office of Foreign Secretary
constituted an essential part of what happened, and his
personality was distinctly one of the elements that con-
tributed to the great catastrophe. | cannot, therefore,
leave out my impressions of his character in my tale of
events. It would not beworth while doing so—it would
not befair to my readers—unless | gave afrank analysis
of the man who strove honestly to avert war but
failed, and said something of the characteristics and
shortcomings that were largely responsible for that
failure. | appreciate the imperative duty of not
allowing any irrelevant considerations to influence
judgment. For that reason in my character sketches
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SIR EDWARD GREY gi

of political personages | have sternly repressed every
tendency to partisan bias.

Thepublicknow lessof Sir Edward Grey than of any
conspicuous statesman of his time.  His reputation is
therefore on a purely conjectural foundation. Sir
Edward Grey'spostion in public lifewas alwaysentir e-
ly different from that which Mr. Asquith established
for himsdf. The latter had neither rank nor wealth
to help him along. He won his way to Premiership
entirely by superb talent and parliamentary achieve-
ment. No Prime Minister in history—with the
notable exceptions of Gladstone and Disraeli—
posesad a better mental equipment for a political
career. Sir Edward Grey has high intelligence but of
a more commonplace texture. It is reflected in his
goeeches, which are clear, correct and orderly, but
are characterised by no distinction of phrase or
thought. His handling of foreign affairs was of the
same conventional type. His influence is derived
from other sources He had qualities, largely of
appearance, manner and restraint, which gave the
impression of the " strong, slent man " whom the
generation brought up on Carlyle earnestly sought,
and, when they thought they had discovered him,
fervently adored. In the war and post-war days of
Clemenceau, Foch, Lenin, Mussolini, Roosevelt and
Hider—all talkers—that legend has become a little
mildewed. T”sjrongest men of history have never
t>en dlent. One of the strongest—Napoleon—could
on occason even be garrulous. Just before 1914 the
vogue of the taciturn was still prevalent and no man
profited as much by it as Grey* His striking physiog-
nomy with the thin lips, the firmly cosed mouth,
and the chisdled features give the impression of
cold hammered sted. Add to this exterior the
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reticence of speech and the calm level utterance on
the rare occasions when he spoke, and you were led
to expect imperturbable strength in an
Appearand ~ €mergency. He did not command the
and reality  flaming phrase that illumines but some-
times also scorches and leaves behind an
irritating burn. On the other hand he possessed to
perfection that correctitude of phrase and demeanour
which passes for—and sometimes is—diplomacy, and
that serene flow of unexceptionable diction which is
apt to be reckoned as statesmanship until a crisis
comes to put these urbanities to the test.
Apart from these attributes, Grey's unique position
was due to the care with which he kept almost
entirely out of the clash of Party conflicts,
Aloofness from @and  never  measured  his  prowess
Partyconflicts ggainst the formidable gladiators who
held the arena in his time. It is not that
he was less contentious than Mr. Asquith: for
Mr. Asquith was the least contentious of politicians.
He shrank from the combat until duty forced him
into it. But he never failed then to play a redoubt-
able part in the front of the fight whatever the hazard.
He was therefore subjected to every kind of assault
fair and foul to which all active politicians are liable
from exasperated adversaries. On the other hand,
although Sir Edward Grey's uneasy attitudetowards all
his various leaders in turn proves him to be tempera-
mentally fractious, he was fortunate throughout his
political career in avoiding any trial of dialectical
strength or skill with the deadly swordsmen who held
the arena during his political life. Even when he
was busily negotiating faction inside his Party he
preferred to remain behind the lines, leaving the
actual fighting to Lord Rosebery, Mr. Asquith, and
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Mr. Haldane. He thus succeeded in attaining high
position in Party Governments without incurring any
of the risks of active engagement in Party struggles.
The only office he ever held was by tradition deemed
to be immune from the diings and arrows of partisan
warfare. In opposition he substantially confined his
sparring activities to impartial comments on foreign
affairs. His administration in office and his allotted
function out of office alike were therefore not sub-
jected to the fierce onslaughts that test the quality
of political leaders. His face was never disfigured
by any blows received in action, for he consistently
shunned the political battlefield. He was specially
fitted to discharge the duties of an office administered
under such tranquil conditions with a dignity and
grace which appealed to all Parties alike. Hence the
unique position of immunity from severe criticism
which he has always enjoyed.

In the policy which led up to our participation in
the War, Sir Edward Grey, amongst British statesmen,
played the leading part. His navigation of foreign
waters was not seriously challenged. Whether he
could have steered Europe clear of the rocks must
always be a matter of conjecture and inference from
the facts. Men who are at all interested in that
aspect of the problem will for some time draw differing
conclusions. | am inclined to believe that the verdict
of posterity will be adverse to his handling of the
situation.

Of one thing there can be no doubt; he failed

- calamitously in his endeavours to avert the
m't?]he%tgftb?”sGreat War. As to Sir Edward Grey's
days hesitations during the fateful days when

the thunderclouds were deepening and
rapidly darkening the sky, | have endeavoured to give



94 WAR MEMOIRS

an accurate summary of the facts. They tell their own
tale of a pilot whose hand trembled in the palsy of
apprehension, unable to grip the levers and
manipulate them with a firm and clear purpose.
He was pursuing his avowed policy of waiting for
public opinion to decide his direction for him. He
reminded me of a Chairman of Committees whom |
knew in the tumultuous days of the 1892-95 Parliament.
It was peculiarly a Parliament that demanded firm-
ness as well as fairness in the occupant of the Chair.
Mr. Mellor was an able, cultured and upright man
of gentlemanly exterior and demeanour, who would
have been acclaimed by all parties as an ideal Chair-
man in quiet times. But the Home Rule Parliament
of 1892-95 was the most tempestuous | have seen,
and there Mr. Mellor's suavity and judicial courtesy
were a pitiable sight. | can hear him now, rising in
his place and looking at neither side lest it be suggested
that he was accusing one or other of being responsible,
and calling out in an appealing but not compelling
voice: " Order, Order!" Sir Edward Grey'simpartial

but weak and uncompelling appeas to
Hisbelated  the raging nations of Europe to keep the
prpealsn®t  peace always recall this parliamentary

incident to my memory. In the din he
was barely heard—he certainly was not heeded. Had
he warned Germany in time of the point at which
Britain would declare war—and wage it with her
whole strength—the issue would have been different.
| know it is said that he was hampered by the
divisions in the Cabinet. On one question, however,
there was no difference of opinion—the invasion of
Belgium. He could at any stage of the negotiations
have secured substantial unanimity amongst his
colleagues on that point. At the very worst there
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would have been only two resignations, and those
would have followed our entry into war, whatever
the issue upon which it was fought. The assent of
all the Opposition leaders was assured, and thus in
the name of a united people he could have intimated
to the German Government that if they put into
operation their plan of marching through Belgium
they would encounter the active hostility of the
British Empire. And he could have uttered this
warning in sufficient time to leave the German
military authorities without any excuse for not
changing their dust-laden plans. When the ulti-
matum was actually delivered, war had already
broken out between Germany and her neighbours,
and the German staff were able with some show of
reason to inform the Kaiser that it was then too late
to alter their arrangements without jeopardising the
German chance of victory. As a matter of fact, the
Kaiser was even then anxious, in order to avoid a
conflict with us, to divert his forces from the Belgian
frontier, and turn their faces towards the East. Von
Moltke gave him the answer which | have already
indicated.

It was a temperamental failure. Grey's mind was
not made for prompt action. It is reported of the
late Sir Hugh Bell, the great northern industrial
magnate, who was a colleague of Sir Edward Grey for
yearson the N.E. Railway, that he once said of him :
"Grey is ajjlood colleague because he never takes
any risks : and he is a thoroughly bad colleague for
the same reason.* That saying explains why he did
HoFTaE€eTiSs stand on Belgium in time to give those
who dreaded war in Germany a chance of reconsider-
ing their plans in time. He would not take the risk
involved in making such a bold declaration. He
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was still hoping that war could be averted by quieter
and more conventional methods. He altogether
lacked that quality of audacity which makes a great
Minister.
HisArbitration Treaty with Americawas anotable
event. The rest of his big efforts came to naught.
His Balkan Settlement in 1913 fell to
Hisdiplomatic pieces as soon as it left our shores. His
failures London Convention was luckily rejected,
for had it been in operation during the
War, it would have deprived us of our most effective
weapon against Germany. Hefailed to keep Turkey,
and afterwards Bulgaria, out of the War. His stiff
and formal beckonings to them to cross over to our
side could only provoke ridicule. There were many
obvious expedients—including the sending of a special
envoy to Turkey and Bulgaria who would be em-
powered to promise financial support—that he might
have employed to keep both or either out of the War.
He resorted to none of them. These last two failures,
which a more strenuous or resourceful Foreign
Minister would have converted into success prolonged
the War by years, and very nearly caused the defeat
of the Allies. His advice to Greece in 1914 not to
join forces with the Allies was a calamity which cost
us the Gallipoli Peninsula, and conduced to the over-
throw of Serbia. He hesitated and fumbled in his
negotiations to bring Italy into the War. As Luigi
Villari saysin hisinteresting and illuminating book,
" The War on the Italian Front" : " The negotia-
tions had been shilly-shallying for months.* Had
it not been that Grey had taken a few weeks holiday
and left Mr. Asquith—who was quite capable of
coming to bold decisions—in charge of the Foreign
Office in his absence, Italy might have sulked at the
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cold, critical treatment accorded her advances. In
a few days Mr. Asquith brushed aside trivialities and
brought the negotiations to a stage that led to a
speedy decision. Had he not done so, what would
have happened to the Allies? The Austrian Armies
could have concentrated their whole strength on
Russia, and that great country would have succumbed
in 1915 to thejoint attack of Germany and Austria.
Throughout, Grey mistook correctitude for rectitude.
Sir Edward Grey belongs to the classwhich, tfrroyigh
heredity and tradition, expects to find a place on
the Magisterial benchto  sit  judgement
E'Qh.o %Dy ypon and above thei fellow menr before
eredity and .
tradition they ever have any opportunity to make
themselves*cquai with the tasks and
trials of mankind—and, some of them preserve those
magisterial airs through life. They are remote from
the Tiard work of the community. They take it for
granted. The men drawn from that class who
attained pre-eminence, like Palmerston, Randolph
Churchill, Salisbury and Balfour, threw themselves
into the arduous conflicts of politics and fought their
way to the top, giving and taking on the way the
blows that hammer character. Sir Edward Grey
sfSpped into" genei®lsHIpr without ever doing any
soldiering—not a good training for facing real danger.
It was all right when things went smoothly, and all
you had to do was to put forward a soldierly appear-
ance on parade. It is a different thing when you are
suddenly confronted with the greatest and most
deadly diplomatic struggle ever seen between great
nations. The conflicts of politics are as good a
discipline and hardening for the troubles of an official
career as war is for the military leader. The veteran
who never fought a battle may escgpe the perils of
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shot and shell through which his comrades have
passed, but he aso misses the experience which would
be useful to him when at last he finds himself thrown
into action.

He was the most insular of our statesmen, and
knew less of foreigners through contact with them

than any Minister in the Government.
Ignorance of He rarely, if ever, crossed the s
foreigners Northumberland was good enough for

him, and if he could not get there and
needed a change, there was his fishing lodge in
Hampshire. This was a weskness—and it was a
definite weakness in a Foreign Secretary, and
especially in a Foreign Secretary with no imagination
—which accounted for some of his most conspicuous
failures. He had no real understanding of foreigners
—I am not at all sure that for this purpose he would
not include Scotland, Ireland and Wales as foreign
parts. Moreover, when a conference in some foreign
capital might have saved the situation, his dislike of
leaving England stood in the way. When he suggested
a Conference of Ambassadors of the Four Powers a
few days before the War, he proposed that it should
be held in London. | shall point out later on how
this egotistic insularity prevented the summoning of
a conference which might, and | think would, at
that stage have brought Bulgaria on to the Allied
side. The ideal Foreign Secretary would be a cross
between a recluse and a tramp, eg., between Sir
Edward Grey and Mr. Ramsay MacDonald.

A Cabinet which was compelled by political and
economic exigencies to concentrate its energies on
domestic problems left the whole field of foreign
affairs to Sir Edward Grey. Anyone reading with
care and impartiality the record of the way in which
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he missed his opportunities must come to the con-
cluson that he lacked the knowledge of foreign
countries and the vision, imagination, breadth of
mind and that high courage, bordering on audacity,
which his immense task demanded.



CHAPTER 1V
THE FINANCIAL CRISIS

I. HOW WE SAVED THE CITY

THE political situation naturally did not develop
without immediate and violent reaction on the

inherently unstable financial equilibrium
Breakdown of of the whole world, which is maintained
ter)‘(ecﬁfraﬁ'gg by perhaps the most sensitive organisation

devised by man ; and the financial crisis
which marked the outbreak of the War began some
days before hostilities actually commenced. This
was inevitable, because finance” or jndeed the conduct
of business operations oF every nature, is based on
successful anticipation and the ability to foresee and
to diSCOTnt or prepare for coming conditions; It
"wes in July, 1914, before the Austrian ultimatum
was presented, that uneasiness showed itself on the
bourses of the world, when Vienna, Berlin, and Paris
commenced to sell securities to an unusual extent.
These transactions were for the most part effected
in New York, where the stream of orders to sell
quickly grew into a torrent. On the 27th, after
diplomatic relations between Austria-Hungary and
Serbia had been broken off, the volume of selling
became such that the foreign exchange market in
New York gave way under the unprecedented
pressure to remit to Europe the proceeds of sdes.
From New York this breakdown spread to other

100
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foreign exchanges generally and was, in fact, the
immediate cause of the world financial crisis. It
affected this country to a special degree, since London
was the financial centre of the world, and more
sensitive than any other capital to disturbances in
the complex credit system through which international
economic relations function.  The business of London
as a financial centre depends for its smooth working
upon the punctual payments by foreign

Effect on debtors of the money owing to British
ian;nﬁ'ogu/;;cept- creditors.  This is particularly the case
where liability of the debtors arises out

of bills of exchange " accepted " on their behalf by
the creditors, so much so that mercantile tradition,
embodied everywhere in law, insists on the prompt
payment of a bill of exchange on maturity. This
special obligation, indeed, is considered paramount ;
and default is looked upon as a deadly sin. And
every accepting house which accepts a bill and
assumes the obligation implied by it on behalf of a
foreign trader does so on the understanding that the
latter will provide the necessary funds in good time.
London was not the only but easily the first of all
the " accepting " cities of the world. The crackle
of a bill on London with the signature of one of the
great accepting houses was as good as the ring of
gold in any port throughout the civilised world. A
long experience maturing into a sure instinct taught
these commercial financiers what to endorse and
what to reject. When | asked the Governor of the
Bank, Sir Walter Cunliflfe, how he knew which bills
were sdfe to approve, he replied, " | smell them."
When the delicate financial cobweb was likely to be
torn into shreds by the rude hand of war, London
was inevitably thrown into a panic. The sudden
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paralysis of the foreign exchanges and of the London
money market m3de it impossble for the very
numerous foreign traders whose bills had been
accepted in London to acquire money in London—
wherewith to meet their obligations of this nature—
in exchange for the money which they posesad in
their own countries. In the aggregate the liabilities
of this type amounted to hundreds of millions of
sterling. If there were a general default it followed
that the accepting houses would fail to pay bills upon
which the whole busness of the discount market
depended, and which were among the mogt important
asds of the London banks. In the last week of July,
therefore, there was every prospect of such a crash

in London as had never been known.
E;eﬁ’f:% The_ position of f[he banks, upon whose
Sock Markets CONtinued operation depends the supply

of the means of payment in all busness
transactions, was also menaced from another direction.
So soon as it became possble for the proceeds of the
sdes of securities to New York to be remitted to
Europe, the pressure of sales was diverted to the
London Stock Exchange, and there naturally followed
a great depreciation in prices of sock all round.
Though it was possble for the banks to withstand
the depreciation of the investments they themsdves
owned, it was another matter when the solvency of
the very large number of borrowers on the security
of socks was endangered. Thus, during the week,
everything contributing, prices continued to move in
a vicious circle of depreciation. So far there had
been no real panic, the difficult situation which had
arisen being due almost entirely to the inability of
other nations to meet their liabilities. Though in
this particular 1 do not think the actual course of
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events had been generally anticipated, something of
the kind had been foreseen by the Sub-Committee
of the Committee of Imperial Defence which con-
sidered the question of Trading with the Enemy in
1911 and 1912, and was referred to in its report.*
The declaration of war by Austria precipitated
matters. The outlook on that day was so serious
that Mr. Montagu, the Financial Secretary to the
Treasury, collected together a number of financial
and business men to meet me at luncheon to discuss

the situation.
On Friday, 31st, the London Stock Exchange was
closed, all the other stock exchanges except that of
New Y ork and the official market in Paris

Sock having closed the previous day.
C|o(;edange Up to this point the Government,

though keeping in close touch with de-
velopments in the City and watching events, had
refrained from any action. But on Friday the Bank
of England, which had this time felt the pressure for
several days, found its reserve position seriously
weakened and raised the bank rate (which had
already been raised from 3 per cent, to 4 per cent.)
to 8 per cent. Next day the Governor of the Bank
applied to me as Chancellor of the Exchequer for
permission to exceed the fiduciary issue of the notes
prescribed by the Bank Charter Act 1844. This
request was granted in a letter signed by the Prime

Minister and myself, modelled on the
Increasing  precedents of 1847, 1857, and 1866, when
fhefiduciary a similar course was forced on the

Government. As permission had, on those
occasions, been made conditional upon no discounts

# Report of Procesdings of the Standing Sub-Committee of the C.I.D.
on Trading with the Enemy, Sept. 1912, pp. 8and 9.
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or advances being granted at less than 10 per cent.,
the bank rate was raised to that figure. On this
day, though no panic was shown by the public, there
were unusual demands for gold on the Bank of
England on the part of people seeking to cash the
notes supplied to them by their own banks.

It was fully realised, of course, that increasing the
issue of notes was a first step to ease the immediate
situation in one direction only, and that it did nothing
really to relieve the accepting houses or the Stock
Exchange. But the two days, Sunday, 2nd, and
Monday, 3rd August, which happened to be a Bank
Holiday, gave a breathing space, and nearly the

whole of the Sunday was taken up in
Conferences  conferences at the Treasury, at which the
athe situation was reviewed and a policy

y . , .

formulated. During these discussions,
in addition to the help of Sir John Bradbury, the able
permanent head of the Treasury, and of other per-
manent officials, | had the advantage of the advice
of Lord Reading and Sir George Paish.

The outcome of our deliberations was a decision
that the next step to be taken should be one calculated
to relieve the accepting houses ; and a proclamation
was issued that evening granting a moratorium of
one month to the acceptors of bills. This emergency
measure obviously afforded no help to the banks or
the discount houses. In fact, it ratified and con-
solidated a position which was detrimental, especially
to the latter, in so much as it definitely froze up their
chief liquid assts.

Partly in consequence of this, many of the leading
representatives of these two financial interests and of
trade generally met together to consider the situation
from their point of view. After sitting till 2 am. on
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Monday, this conference formulated certain resolu-
tions which were forwarded to the Government. To
. one of their recommendations effect was
f’r{ggg?l'(”g given on the 3rd, when it was announced
Holiday that the 4th, 5 th, and 6th August would
be additional Bank Holidays. This was
done in order to obtain a further respite and to gain
time to devise measures appropriate to the situation ;
but there was some doubt as to its advisability, owing
to the fear that the cash circulated during the holidays
might be accumulated by the trading community,
and not be passed to the banks, where it would be
put into circulation again. On the same day an
Act was passed through all its stages in both Houses
regularising the proclamation in regard to a mora-
torium and giving the Government power to declare
a general moratorium.

These three holidays were some of the busiest and
most anxious days | ever spent. | had summoned a
conference composed of Ministers and other officias
and some of the leading bankers and traders, which
sat morning and afternoon under my chairmanship.
Ultimate decisions had to be taken by me subject to
consent and if necessary revision by the Cabinet in
so unprecedented a situation, where a mistake might
injure the credit and confidence so essential to full
strength and use of " the sinews of war." | resolved
to consult every person whose ability, knowledge and
experience would assg me in coming to the right

A conclusion.  Mr. (now Sir) Austen
|'\é|jrr;gpc?£%%mg:hamberlain, the Chancellor of the Ex-
theFinancial  chequer in the preceding Unionist Govern-
Conference  ment, was, amongst others, invited by me
to the Allied War Conferences and asssted in the
deliberations. This was an wunusual, if not an



106 WAR MEMOIRS

unprecedented sgep totake; but thesituation warranted
any measures that might help, however novel. | well
remember Mr. Chamberlain's surprise when | asked
him in the House of Commons if he could give us the
benefit of his experience and knowledge, and the
prompt manner in which he placed himsdf entiitiy
at our disposal. During the morning of the 5th,
indeed, when | was obliged to leave the conference
to attend the Cabinet, Mr. Chamberlain took my
place as chairman; and so was brought about the
unique situation of a member of the Opposition
presiding at a Government Conference, a foretaste of
the Coalition. | gladly acknowledge the value of
the service he rendered in helping to unravel the
complexities of the financial crigs and to succour those
who had been caught in the tangle. He had that
admixture of experience, authority, common snse
and courage which is so essential in an emergency.
A poinl Which impressed me specially at the beginning
of our discussons was the difficulty of reconciling the
interests of the different sections of the banking com-
munity. Neverthdess, during the whole of our
deliberations | was mogt ably backed up and advised
in my position as chairman by all my colleagues, of
whom four notable members have snce died, i.e,
Lord Cunliffe, Governor of the Bank of England,
Sir Edward Holden, Chairman of the London City
and Midland Bank, Mr. Huth Jackson, and Lord
St. Aldwyn. It wasthefirst time | had been brought
into direct contact with the latter snce 1891, when
as Sir Michael Hicks-Beach he piloted the Tithe Bill
through the House of Commons. The late Sir
Samuel Evans and | fought it for several nights.
Sir Michael was a consummate Parliamentarian.
He had a reputation for explosive irascibility in his
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Thé Rt, Honourable David Lloyd George, M.P,,
in the robes of Chancellor of the Exchequer, 191_4.







THE FINANCIAL CRISIS 107

private dealings, but in the House of Commons he
was a model of suavity and address. He was chosen
by the distracted and specially vocal financiers as
their chief spokesman at these Treasury Conferences,
where he handled his duties with all his old tact and
mastery.

Our labours were not completed till the 6th August,
the last day of the holidays, but we had advanced far
My statement enough by the 5th for me, on that day, to
to the House jgive the House of Commons an interim
of Commons  gccount of our activities and recom-
on jth August ;endations, and after announcing that
steps had already been taken to suspend the Bank
Act, to state definitely that it had been decided not to
suspend specie payments. The latter decision, which
marked the main difference between our treatment of
the situation and that adopted by other countries, was
one which in fact did greatly help us to recover
financial normality, because it tended towards a
restoration of confidencewhichwasso vitally necessary
at the moment. In accordancewith thisview, | made
an appeal to the public to refrain on patriotic grounds
from attempting to hoard gold, and accentuated the
great part that financewas going to play in the struggle
upon which we were entering. In order to deal with
the need for currency, | explained that the Govern-
ment was about to issue Government notes of the value
of £1 and 10s, and that though the preparation and
printing of these notes in the short time available
entailed an immense effort, the Treasury officials and
others concerned had made such progress that three
million pounds would be ready at the end of the
holidays, after which notes would be available at the
rate of fivemillions pounds aday. Postal orders were
temporarily to belegal tender. Another announcement
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| was able to make, which was a sign of the
strength of the Bank of England and would tend to
reassure the business community, was that after the
holidays the bank rate would be reduced from 10 per
cent, to 6 per cent. | explained the reasons for the
limited moratorium which had already been an-
nounced and that a more general moratorium extend-
ing for a month would be proclaimed, during which
period bankers would pass cheques through the
clearing houses as usual, and would supply cash to
their customers for the payment of wages and the
normal requirements of daily life. Mr. Chamberlain
also spoke with aview to allaying alarm. As a matter
of fact, the 10 per cent, bank rate was in actual
operation on one day only, Saturday, the ist August,
before the holidays intervened.
In the House next day | introduced the Currency
and Bank Notes Bill legalising the issue of the new
currency notes and the suspension of the
curtency and Bank Act, and it passed through all its
Act dages in both Houses during the day. As
the conference had by then completed its
deliberations, | was aso able to give further details
of the extended moratorium, which was announced
that day in what was known as the First General
Proclamation. Not the least of the numerous anxieties
weighing on the Government at this time of general
upheaval and dress was this problem of establishing
the financial stability of the nation itself, and as the
responsible Minister | awaited with great anxiety the
moment when business should again start, to learn
the outcome of our experiments. It was with great
relief, therefore, that on Friday, 7th, | was able,
after the banks had reopened, to communicate to the
Commons the favourable nature of the reports on the
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banking situation which had come in from all parts
of the country, to the effect that there was no panic
and that cash was being freely paid in.

Nevertheless, though much had been done, we had
by no means reached the end of our difficulties. As |
have said, the moratorium had originally been insti-
tuted to save the accepting houses from bank-
ruptcy, but it was no more than a temporary expedient
and it did not settle what was going to happen after
the month had elapsed—still a real and very urgent
question. So long as the accepting houses were
threatened with bankruptcy the position of the banks
and discount houses which held bills drawn upon
them was precarious ; and credit remained paralysed.
Thefirst remedial measure taken was in the form of an
arrangement announced on the 12th August, by which
the Bank of England undertook to discount pre-
Releasng ~ moratorium bills and to relieve the holders
credit: Bank of the hills of all liability in respect of
?L&ggloal?r?ts them. The bills so discounted amounted
Bills during the next few weeks to over a hun-
dred million pounds, and the Bank, of course, could
only take them subject to a guarantee against loss,
being in reality merely the agent of the Government
in the matter. This was a bold and important step,
for by it the Government, in order to re-establish the
foreign trade situation through the speedy rehabilita-
tion of the discount market, temporarily assumed
immense liabilities ; and its action was generally
approved. But sweeping though the measure was
and valuable as was the relief it afforded, it did not
accomplish all that was required, since the accepting
houses still remained liable for the bills at maturity,
and being still uncertain of their own solvency hesi-
tated to enter upon fresh business;the very course which
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was essential to the re-establishment of the situation.
In other words, the normal machinery for financing
international trade, which was so vital a factor in our
economic exisgence, was not working. To help the
accepting housss, therefore, the Government took
a further g¢ep. By an arrangement which was made
public on the 5th September, the Bank of England,
still with the indispensable guarantee, undertook to
advance funds to acceptors to pay off the bills at

maturity, and to postpone until a year
"&23”Stitr? after the end of the War any claim against
Houws ~ them for repayment. By this means time

was given to the accepting houses to
recover the sums due from their clients, and they were
enabled to proceed and carry on busness free from
embarrassment.

Thusat last wasthe problem of the pre-moratorium
bills solved, and the position of the accepting houses
consolidated. But we were not yet out of the wood.
There were several other sources of danger to be dealt
with before the moratorium could be removed. The
Courts (Emergency Powers) Acts, pased on the 31
August, relieved the hardships of debtors who could
not pay owing to war conditions. Schemes into
details of which | need not here enter, were aso
devised to meet the difficulties arising out of advances
to the Stock Exchange and of debts due from foreign
countriesto British traders. Thenext important point
was both a grave and a difficult one to settle and
occasoned long and anxious discussion, for there was
room for great difference of opinion. The moratorium
had undoubtedly saved the situation during the height
of the crigs, but, once it should have served its
purpose and helped to restore the normal flow of
international busness its continuation could only be
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detrimental in many ways. The trend of events
during August and September, however, had furnished
considerable experience upon which to form ajudg-
ment, and at the end of the latter month it was decided
that the moratorium should come to an
Endingthe ~ €nd on the4th November. Theadoption of
moratorium  this course, which proved to be the correct
one, was very largely due to the advice
of Lord Reading and Sir George Paish, by both of
whom it was urgently pressed. There was another
matter which was of no slight moment to us as
Ministers. In the various schemes which had been
improvised against time and carried out during the
crisis, the guarantee of the Government, it must be
remembered, had been given on our sole responsibility.
It was imperative, therefore, that Parliamentary
authority should at the earliest opportunity be given
to our actions. This was done by the Government
(War Obligations) Act, which received the Royal
Assent on 27th November, and was in essence an act
of indemnity for the Ministers.
Thus were matters tided over. During the worst
part of it, whether it be regarded as a week or ten
days, which covered the period whilst
Act  of Europe changed from a state of unstable
indemnity  peace definitely to war, the City of London
could not guess how near to ruin it was.
But it suspected the worst, and many of its leaders
were too overwhelmed by the great dangers to which
they saw themselves exposed to be able to think with
their accustomed composure and to preserve unshaken
their wonted touch. Fmanciers in a, fright do noj
make an heroic picture. One must make allowances,
however, for men who were millionaires with an
assured credit which seemed as firm as the globe it
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girdled, and whoy,, suddenly found their fortunes
scattered by a bomb hurled at random from a reckless
hand. The strongest and sturdiest figure amongst
them was Sir Edward Holden, with the brogue and
stout heart of Lancashire in all his utterances. He
stood out amongst all these money barons. Not
unnaturally the Ministers and officials, who could
afford to take a more detached and impersonal view
of the affairs of the country, were better able to perceive
what was required from the larger point of view and
to act immediately. One great difference between
our policy and that of other nations was that we
definitely endeavoured as soon as possible to re-
establish our economic system on a normal bass, a
task which was frankly abandoned by most of the
other governments. And this we succeeded to a very
great extent in effecting immediately. In fact so
successful was our recovery that the pendulum perhaps
swung too much in the opposite direction and led on
the part of some to the attitude expressed by the
catchword " business as usual/' This, though valu-
able at the moment of doubt to help re-establish con-
fidence, later on led to an entire misconception in
many quarters of the effort demanded by what proved
to be a struggle for our very existence.

Throughout these conferences | found Lord
Reading's aid invaluable. His knowledge of finance,
his mastery of figures, his dexterity and his calm and
sure judgment helped at many turns.

The nation passed through the great financial crisis

in a marvellous way. There was no sign
Absence of Of panic on the part of the public in a
general panic  gituation that for us as a nation was un-
precedented. In this emergency the main
duties of the Government were to keep things going
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and to restore normality as quickly as possible by
prompt and wise and, if necessary, drastic action, and
meanwhile to maintain the community as a whole in
that state of composure which is barren soil for the
breeding of panic. In doing the former the Govern-
ment and the Treasury were greatly assisted by the
steadfast attitude of the Governor of the Bank of

England, whosewisg, far-sighted and broad

Character point of view on the national aspect of
sketch of Lord . .
Cunliffe affairs, and whose massive strength were

a source of comfort and good counsel.
His sensee of humour, which he concealed under a
dour and almost surly countenance, was an encourage-
ment in those trying days. He was fond of little
practical jokes to lighten the dismal anxieties of our
common burden. He affected a deep resentment at
our issuing the £1 notes as Treasury and not Bank of
England Notes. He scoffed at the inferiority of our
issue in the quality of its paper and its artistry as
compared with the crisp £5 note of the Great Bank
over which he presided. (The first issue of Treasury
Notes was a temporary one and very rough.) | can
se his impressive figure with its rolling gait, coming
one morning through the door of the Treasury Board
Room. He had a scornful look on his face. He came
up to my desk with a mumbled greeting, solemnly
opened the portfolio he always carried, and pulled
out a bedraggled £i Treasury Note, dirty and barely
legible. He said : " Look at that. It came into
the bank yesterday in that condition. | told you
the paper was no good—far better to have left it to
us" He had scrubbed the note in order to reduce
it to this condition of effacement for the pleasure of
ragging me. | told him so and he laughed. His
manner was not propitiatory to strangers, but when

voL. 1 u
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you got to know him he was a genial, kindly man, and
| liked him. | relied on his shrewdness, his common
sense and instinct.

He was a man of very few words. | cannot recall a
single sentence he uttered at any of these numerous con-

ferences. What he said was half whispered
LordCunliffe in my ear. He accompanied me later on
inFrance  to Paris to meet M. Bark, the Russian

Finance Minister,and M.Ribot,theFrench
Finance Minister, at a conference to discuss the
subject of financing Russian contracts in America.
When a question arose as to a transhipment of gold
the Governor of the Bank of France expressed himself
with great fluency. | then said : " The Governor of
the Bank of England will state the British view on the
subject. " He rose slowly, and after a few preliminary
puffs he said : " We do not mean to part with our
gold," and then subsided into his sest.

During his visit we drove to Boulogne to catch the
boat. On our way | was anxious to make a detour
through Bethune, which | was eager to s, It was
occasionally bombarded, but the risk was trifling.
However, the Governor would not consent to my
proposal. | was surprised, for he was a man of
undoubted courage. He said: " A predecessor of
mine was Killed visiting the trenches at Namur. But
he was there on business with the King, and the city
said,” Poor fellow ! ' But if | were hit in the stomach
at Bethune they would all say, ' 1)——d fool—what
business had he to go there?'" That was conclusive,
and | never saw Bethune.

To revert to our financial arrangements in the first
few weeks of the war : The risks of every course were
undoubtedly great. But decisions had of necessity to
be prompt. Panic had to be anticipated at every



(Phato: Press Portrait Bureaw.)

The late Lord Cunliffe,
Governor of the Bank of England, 1895-1926,






THE FINANCIAL CRISIS 5
turn. Itwasno timefor sitting indefinitely in Council
in order to evolve the perfect course of action which
would reduce to a minimum the eventual cos to the
National Exchequer. The possble consequences of
delay or of the adoption of inadequate measures,
which did not at once restore public confidence, were
so appalling that immediate action was imperatively
demanded. In the result the Government loss

was negligible. We guaranteed about
Government  £500,000,000 of securities in respect of
lossestrivial  debts incurred across the seas—some of
these on enemy security. In due course
it was all gathered in except a few millions. In this
aspect the problem before us was akin to that presented
at the same time by the State Insurance of Shipping,
though in the latter case it was only necessary to put
into operation a scheme, worked out under the
auspices of the Committee of Imperial Defence, and
all ready to be applied. | had gratifying proof,
indeed, that the share | had taken in the policy of the
Government met with the approval and gained the
confidence of a section of the busness and financial
world which had not previoudy regarded my efforts
as Chancellor of the Exchequer with any favour.
Amongst those whose advice | sought was Lord
Rothschild. My previous contact with him was not
of a propitiatory character. He had led

'F-;értﬂsch“d's the opposition in the City to my scheme
help for Old Age Pensons and to my Budget

proposalsin 1909, and | had assailed him
in phrases which were not of the kind to which the
head of the great house of Rothschild had hitherto
been subjected. My attack was strongly resented by
all his friends. However, this was no time to allow
political quarrels to intrude into counsd. The nation
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wasin peril. | invited him to the Treasury for atalk.
He came promptly. We shook hands. | said, " Lord
Rothschild, we have had some political unpleasant-
ness" He interrupted me: " Mr. Lloyd George,
this is no time to recall those things. What can | do
to help?" | told him. He undertook to do it at
once. It was done.

When he died, shortly afterwards, | attended his
funeral. On agrey, damp morning the streets to the
cemetery were lined with poor Jews who were there
to pay their humble tribute of reverence to the great
Prince in Israel, who never forgot the poor and the
wretched amongst his people.

In thelong run not only did the measures undertaken
achieve their object, but the liabilities incurred by
the Government at that time did not result in appreci-
able loss. Having, after an interval of eighteen years,
carefully considered all the circumstances, | am of
opinion that it was the bold policy of the Government,
relying on the strength of the national character,
which enabled the City of London to recover quickly
from the stunning blow at the outbreak of war, and to
continue to pulsate and fulfil one of its functions as
the economic heart of the whole Empire of which it
was the centre.

2. SUPPLEMENTARY BUDGET AND FIRST WAR LOAN

On 17th November, 1914, | introduced my first
War Budget. Virtually it was my only War Budget,
for although on 4th May, 1915,1 made the customary
Budget statement, shortly before vacating the
Exchequer to undertake the office of Minister of
Munitions, | did not on that date introduce any new
features or modifications of taxation. My reasons
were twofold : In thefirst place, the additional taxes
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| had already imposed in November, 1914, were only
beginning to fructify, and | pointed out that while
additions to taxations would be necessary, we should
have to wait till the autumn to decide what they
should be ; and in the second place, the only extra
charges | had in mind in May for immediate appli-
cation, were on alcoholic liquors ; and the storm of
opposition which these encountered made it impossible
to introduce them at that time without raising most
violent and undesirable political controversy. This
isastory which | deal with more fully in a subsequent
section when discussing the drink problem in the War.

The real 1915 Budget was that introduced in
September by my successor, Mr. M'Kenna, and it
was memorable for the imposition of the M'Kenna
Duties, which in subsequent years were to play so
important a part in political controversy, and were
the prelude to a revolutionary change in our fiscal
system.

By November, 1914, it was obvious that the
additional expenditure caused by the War would far

outrun anything provided for by the
Needfor more peace-time Budget | had introduced in
WZ””? V\Ifg the spring. Already on 8th August the

House of Commons had voted the Govern-
ment a credit of £100,000,000 for War purposes, and
it was now necessary to ask it for a further credit of
more than twice that amount. If the war were to
continue far into 1915, much greater sums still would
be required.

The issue before the country, and particularly
before myself as Chancellor of the Exchequer, was
whether these huge sums should be raised entirely
by loans, and added in full to the National Debt, or
whether we should aim at paying our way as far as
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possble by current taxation, and thus reduce the debt
burden to be handed on to the next generation,

| took the view that the immense spending of the
Government was bound to cause a very considerable
inflation of our currency. War-time demands would
stimulate our industries to unprecedented activity ;
and in addition, the closing down of the international
commerce of Central Europe and the crippling of the
industrial capacities of France and Belgium, would,
for the time being, mean that a heavy extra demand
for goods by other countries would fall on us.  The
result would be a much bigger circulation of money
here, and it would be far easer to pay for the War
while this state of things lasted, than later on, when
trade depresson supervened and deflation removed
our spare cash.

Accordingly, when Parliament reassembled in
November, 1914, for an unexpected Autumn Sesson,
and | laid before the House of Commons a proposal
for a second vote of credit for £225,000,000, I
introduced at the same time a supplementary Budget,
with the object of raising a portion of this sum by
additional taxation.

The additions were as follows: | doubled the
income tax—raising it from is. 4d. to 2s 8d. in the £.

| also doubled the super-tax. Already |
;errfl‘;ﬁént{‘af had inthespringintroduced thegraduation
Bu%get Y of this tax, making it range up from 5d.

in the £ on income exceeding £3,000,
to a maximum of is. 4d. on income in exces of
£11,000. These charges | now doubled. The beer
duty | raised from 7s 9d. per barrel to 25s, and the
tea duty from 5d. to 8d. per Ib. On the other hand,
asa compensation to publicansfor the sharp restrictions
on facilities for drinking which were being introduced,
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| cut down their licence duty—a concession involving
about half a million.

The beer and tea duties went on, of course, at once.
But the higher income and super-taxes only took effect
for the final quarter of the current financial year.
Had there been no additional taxation, the revenue
realised in 1914-15 would have been below the
estimate, through reduced yield of certain taxes and
duties. As aresult even of the short currency of these
added levies, the 1914-15 revenue exceeded my
estimate of May, 1914, by about 19! millions. In a
full year these extra taxes would produce upwards of
£60,000,000 of additional revenue.

When | decided to frame a supplementary budget,
| asked Mr. Austen Chamberlain, who had been
Alr. A. Cham Chancellor under the last Conservative
berlain decidesadministration, to co-operatewithmein
Responsibility " °"~"g°"!its details, in order that the
for beer taxes party truce might be fully preserved in
the matter. He accepted my invitation, and we
entered on consultations ; but before long he resigned
his connection with the Government. This was not
the outcome of any personal disagreement. Indeed,
when making a statement on this matter in the House
on 24th November, he declared :—

" During the confidential conversations | have
had with the Chancellor of the Exchequer and his
colleagues since he invited me to discuss the details
of his Budget with him, | could make no complaint
whatever of the spirit with which the Right
Honourable gentleman approached the questions
with which we dealt, and | desire to state that he
haslooked onthe questionswhich came beforehim as
revenue questions pure and simple, and that he
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has not allowed bis mind to be diverted by any
ulterior object.”

But Mr, Austen Chamberlain was in a difficult
position when it came to the additional duties |
proposed to levy on beer. The links between the
Conservative Party and the " Trade" were very
strong. As a representative of that party he could
not possibly associate it in advance with proposals to
more-than-treble the tax on beer. " Even as a
compromise,” he declared, he could not assume
personal responsibility for such a measure.

The House of Commons, however, did not shrink
from the beer taxes, and the Budget with its drastic
additions to our fiscal imposts was passed speedily
intolaw. Such complaisance may not strike us to-day
as very wonderful, faced as we are by annual budgets
which in a time of peace are four times as large.
But the Britain of 1914 had no experience of such
burdens, and would have been aghast at my sugges
tions had it not been for the moment too elevated by
the enthusiasms of its war task.

In the course of my Budget speech of November,
1914,1 made a statement which is not without interest
to-day. Urging the importance of raising as much
as possible of our war expenditure by immediate
taxation, in place of leaving it all for repayment in
future years, | predicted that immediately after the
War there would be a short spell of booming industry,
while here and abroad the deficits of goods which
had been held up by the War werebeing made good.
" But," | continued, " when that period is over we
shall be face to face with one of the most serious
industrial situations with which we have ever been
confronted. We shall have exhausted an enormous
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amount of the capital of the world which would
otherwise have been available for industries.  Our
purchasers, both here and abroad, will be crippled.
Their purchasing power will have been depressed.
Let us make no mistake. Great Britain will be
confronted with some of the gravest problems with
which it has ever been faced." |

Unhappily, the last dozen years have conspired to
verify this prophecy all too thoroughly.

In bringing forward this supplementary Budget, |
also announced the issue of the first War Loan. The

vote of credit granted in August for the
The first War had been for £100 million, and |
War Loan  was now asking for a fresh credit of £225

million. It was clear that further votes
would before long be required. For the present,
however, | contented myself with the proposal of a
War Loan of a face value of £350,000,000. Itwas
to be a 31 per cent, security, issued at 95, and thus
yielding the Government £332! million of actual cash.
Of this total, £45 million were required for loansto
our Allies and Dominions. The remainder would be
used, along with the yield of the additional taxes im-
posed,forfinancingourownimmediatewar expenditure.

The loan was made redeemable at par in 1925-28.
In view of its issue price of 95, its interest yield was
approximately 38 per cent. The whole loan was
very quickly over-subscribed.

This was the only War Loan for which | was
Critiism  |Mmmediately responsible.  The second War
1M, Loan was that issued on 21st June, 1915,
M'Kenna's by Mr. M'Kenna. It was for an un-
Warloan  gpecified amount (with an upper limit
3f £910 million), and consisted of stock issued at
par, bearing interest at 4 per cent. It broughtin
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about £570 million of new money by the time the
list wasclosed oniotti July, aswell as Consols and other
Government securities for conversion, to an amount
equalling about £276,500,000 of the new War Loan
stock.

Looking back, 1 cannot help regretting that Mr.
M'Kenna should have thought it necessary to raise
the interest rate of a Government loan to 4! per cent.
Maybe this corresponded to the price that was being
offered in the money market for other gilt-edged
securities. But in view of the increase in our nominal
capital reserves due to war inflation and to the
restriction of an overseas market for investment money
which was aso one of the effects of the War, there
can be litde doubt that the Government could have
continued to obtain as much money as it required by
voluntary investment, without raising its interest rate
beyond the level of 38 per cent, at which my first
loan had been negotiated. Investors would have
had to take this, for lack of an alternative. And if they
had been unwilling to do so, there would have been a
clear and popular ground for the conscription of
capital for war purposes—a step which would have
been an appropriate corollary to the conscription of
man-power which we were soon to introduce.

As it was, the adoption of the principle that the
British Government had to pay the commercial rate
for money needed to defend the country had a costly
sequel. This principle governed the plans for the
Third War Loan, for which arrangements were begun
toward the end of 1916, and carried through in
January, 1917, by Mr. Bonar Law, who had just
replaced Mr. M'Kenna at the Exchequer. That
loan was issued at 95, bearing interest at 5 per cent.,
and over £2,000 million was raised at this penal
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figure. The same rate governed  subsequent
borrowings, which by the end of the War had added
a further £4,000,000,000 to our National Debt. It
cost the country a dozen years of remorseless deflation
and concomitant depression to bring interest rates
down again to a level that would enable this vast sum
to be reconverted to 3" per cent.  Throughout the
interval, not only was the country taxing itself to pay
a sum ranging at one time as high as £100,000,000 a
year more than it would otherwise have done, but
the high yield of a gilt-edged Government security
kept up rates all round, and made money dearer for
all enterprises, industrial, commercial and national.
It would be hard to estimate the sum total of the price
paid by the nation in every department of affairs for
the decision of Mr. M'Kenna in 1915 to increase the
rate of interest paid by the Government on its war-
time borrowings. His action had, no doubt, the
fullest authorisation from the leading circles of banking
and finance. But the country has since then had
ample evidence that these circles are by no means to
be reckoned as infallible advisers.



CHAPTER V
THE FIGHT FOR MUNITIONS

I. INTRODUCTORY

THE outbreak of war found this country totally
unprepared for land hogtilities on a Continental scale.
_ Our traditional defence force has always
Fxdusve  been our Navy, and this weapon has been
the Navy kept efficient and ready at all times. But
our Army, mainly usad for policing our
widely scattered Empire, was a small, highly trained
force of professonal soldiers, excellent for their normal
taks, but lacking both the numbers and the equip-
ment for large-scale fighting against European armies.
Unhappily, too, the War Office was hampered by
a traditional reactionism. Its policy seemed ever to
be that of preparing, not for the next war, but for
the last one or the last but one. The Boer War found
us still in the mentality of the Crimea, and the Great
War caught our military thinkers planning for the
_ next war under the conditions of the
Reactionary — Alma in so far as these were modified
outlook of the . .
war office DY the irrelevant experiences of the
Ajfrican veldt. Unfortunately, they only
remembered the lesons that were better forgotten
because they were inapplicable, and forgot all the
experiences by which they ought to have profited
because they were a foretaste of the methods of future
warfare. Todleben's famous earthworks had no

124
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meaning for them, nor had the trenches of Magers-
fontein and the Tugela, where our massed troopswere
slaughtered by riflemen they never saw. But thethin
red line of Inkerman and the glorious charge which
sabred the gunners at Balaclava, and the Boer
horsemanship which rushed Methuen's camp at
Klip's Drift dominated the military mind.  Military
imagination makes up in retentiveness what it misses
in agility.
The man-power needed for our new armies was
fortunately not dependent for its production on the
unsympathetic organisation of the War
Mman-power ~ Office. Lord Kitchener's outstanding
supply ample  name and fame constituted a great appeal,
which was organised with expert efficiency
and understanding by the agents of the two great
political parties. From farm and village and city
street young men thronged into the recruiting offices
at the sound of Lord Kitchener's call to aams. The
first half-million managed within the first month to
press its way through the recruiting stations, and it
speedily grew to a million, then to two, then three.
The immortal story has been told and retold, and itis
not my business to tell it again. In the magnitude
and grandeur of the response it has no parallel in
history. Considering the fact that there were neither
rifles, machine-guns, cannon nor mortars available
for training, the dug-out officers and non-commissioned
officers achieved wonders in the turning of their
material into armies.

The equipment of these armies, however, is another
Failure 1o story ; and in so far as that equipment
equip recruits included the provision of munitions, that

uty was eventually placed upon me.
The story is therefore mine to tell.
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The whole business was at the outset jealously
retained by the War Office in its own hands, even to
the tailoring contracts. The result was shortage,
delays, misfits and muddles.

Happily for the world, the weapons of modern
slaughter do not grow naturally. They have to
be designed and manufactured ; and although
Britain was the leading manufacturing country in
the world, itsindustries were ailmost entirely concerned
with the arts of peace. It was deficient in machinery
for the production of rifles, machine-guns and artillery
especially of the heavier calibres. Armament firms
were few, and the methods of the national arsenals
were obsolescent and primitive to a degree. The
Army Chiefs were mostly horsemen—Lord French
and Sir Douglas Haig were both cavalrymen, and
won their reputations as cavalry generals. Lord
Kitchener was a sapper. His only experiences of war,
however, would have left him with the impression
that mobility counted more than weight and quantity
of shell.

High-explosive shell, which the German forces
were using against us with such shattering effect, was

regarded up to the outbreak of war by
Neglect of our own Ordnance Department as being
high explosive  merely in the experimental stage, and the

problem of a satisfactory filling and fuse
for it had not been solved. It had not been seriously
and systematically investigated. The War Office
was obsesed with the importance of shrapnel. It
was the only artillery lesson of the Boer War which
they remembered, and in September, 1914, our War
Office Generals were still preparing to slug African
kopjes with Boers hiding behind bushes or boulders.
It was the most useful shell in Africa. Why not in



THE FIGHTAFOR MUNITIONS 127

Europe? They had been criticised in 1900 because
the supply was inadequate, they were not going to
be caught and castigated this time. Their mental
arsenals had no room for anything but shrapnel.

As to heavy artillery, the regular establishment of
the Army at the outbreak of war did not provide for

anything beyond the 60-pounder. The
Lackof heawy 4.7 was considered almost too cumbrous
artillery a weapon for the field. There were a

few specimens of six-inch howitzers in
existence, of obsolescent pattern, and some six-inch
guns, which could be gleaned here and there, partly
from coastal forts. Therewasonly one 9.2-inch howitzer
just completed. There was very little ammunition
for any of these heavy guns. Our old sege train
guns were muzzle-loaders ! It had been the official
view of the General Staff that the tendency of field
operations to approximate towards sSege warfare,
displayed in the Russo-Japanese fighting in Manchuria
—the most recent example of modern war—should
not be accepted as a general tendency, and they had
made no plans or preparations for dealing with such
a situation. The Japanese armies walked round the
field defences of the Russians without attempting to
destroy them or storm them, just as French did with
his cavalry at Magersfontein. Why not in France ?
A trench hundreds of miles long from Switzerland
to the sea, which you could not outflank, either
on the right or the left, was beyond their limited
vision.

Some of our old-fashioned six-inch howitzers
arrived in France in time to be used in the battle of
the Aisne, but even by the end of January, 1915, the
British had only 24 of these weapons in the field, or
one battery per corps—one-sixteenth the number that
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were being used against us by the Germans. And

the Germans had shells for their
Machine-guns howitzers; we had a very scanty ration
andshells ~ for ours. The official allowance of

machine-guns to our troops was two per
battalion, and even this meagre dole was not
available for our new armies during the first months
of their service, although they were sent to fight against
German forces equipped with 16 machine-guns per
battalion. As to shells, the production of shell cases
was absurdly inadequate, but such as it was it greatly
exceeded the provision for filling the empty cases with
explosives or for manufacturing fuses to detonate
them. When | paid a visit to Woolwich Arsenal
some months after the outbreak of the War, | found
stacks of empty shells which were being slowly and
tediously filled, one at a time, with ladles by hand from
cauldrons of seething fluid. The production of the
fuses for detonating the shells was governed by the
same lack of imagination, and consequently there was
a similar deficiency in output.

It was not so much a question of unpreparedness
at the outbreak of war. No one before the War
contemplated our raising armies aggregating hundreds
of thousands of men for any war in which we were
ever likely to be engaged. Our military arrange-
ments with France never went beyond the dispatch
of an Expeditionary Force of six divisions to support
the French armies on their left flank. When the
Cabinet decided to appeal for volunteers they only
asked for a recruitment of 100,000. What followed
that appeal exceeded the most sanguine anticipation.
When the German armies overran Belgium and broke
the French front, marching up to the gates of Paris,
the youth of Britain rolled up in such numbers that
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the whole idea of our contribution to the War was
changed by this uprising of indignant valour. The
Cabinet, excited by the spectacle to a fit of audacity,
raised the limit of enlistment to 500,000. The
flood did not take long to overflow even that [imit.
No blame can, therefore, be attached to the War
Office or its responsible heads for failing to have in
store, at the outbreak of the War, areserve
mff%ftf*i‘ge of equipment and munitions for the
was to blame hitherto undreamed-of forces we were
compelled to raise and put into the field.
But they cannot be held guiltless of mental obtuseness
in their neglect to keep abreast of modern develop-
ment in pattern of munitions and machinery for
munition production, and still more of amost pitiable
breakdown of initiative in facing the new task which
confronted them, of bringing munition production
up to the standard demanded by the actual conditions
of warfare as they soon manifested themselves in the
campaign of 1914.
Modern warfare, we discovered, was to a far
greater extent than ever before a conflict of chemists
and manufacturers. Man-power, it is
Qciévqifeg;d true, was indispensable, and generalship
engineering ~ Will @ways, whatever the conditions, have
avital part to play. But troops, however
brave and well led, were powerless under modern
conditions unless equipped with adequate and up-to-
date artillery (with masses of explosive shell), machine-
guns, aircraft and other supplies. Against enemy
machine-gun posts and wire entanglements the most
gallant and best-led men could only throw away their
precious lives in successve waves of heroic martyrdom.
Their costly sacrifice could avail nothing for the
winning of victory.

voL. | 1
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This question of munitions supply thus emerged
as the crucial issue of the War. Before long it became
clear that unless we could solve it, and solve
it promptly, we were doomed to certain futility in
this War.

2. FINANCE OF PRODUCTION

At the outbreak of the War my only connection
with the problem of munitions supply was the
responsibility, as Chancellor of the Exchequer, for
finding money to pay the bills.

My instruction as to what the actualities of war
were likely to be was confined to a visit which the

Secretary of State for War (Mr. Haldane)
Jhe mock invited me to pay with him to Army
attle  of . L
Hungerfiid ~ Manoeuvres in the vicinity of Hungerford

in the summer of 1908. | was thrilled
with the anticipation of viewing a battle, even
although it was only a stage fight. | felt that, under
such auspices, one would sse something of what the
terrible reality would be like. There were real
soldiers, real rifles, bayonets, swords, cavalry, cannon,
commanded by real generas who had fought more
than once in real wars. Mr. Haldane and | were
perched, with the staff of one of the opposing armies,
on a hill which was defended by infantry supported
by field guns. When some years later | saw the
Messnes Ridge and Kemmel | realised with what
prevision the General Staff had chosen the terrain
for the military manoeuvres of 1908. It was ex-
plained to us that the hill was to be attacked by a
force not visible at the moment but which was
expected soon to deploy from a valley about a
mile off. It was an exciting moment when we saw
the skirmishers of the enemy emerge from the defile,
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whence they were followed by masses of infantry
spreading and swarming over the plain. The volleys
fired by attackers and defenders and the roar of the
cannon on both sdes were deafening. This must be
something like real war ! The issue did not tremble
long in the balance, for a regiment of cavalry hitherto
hidden in the woods dashed out of cover, and, half-
concealed by a heavy shower of rain which then fell
providentially, galloped along to the foot of the hill,
gallantly scrambled up the dopes in the face of shot
and shell, reached the parapet, swept over our poor
guns and captured the position. | felt then that |
knew something of what pur Generals expected the
next war would be like. When Mr. Haldane asked
me afterwards to find out of the Exchequer an
additional sum for the provision of light guns | felt
they were quite necessary to avert the possibility of
such a catastrophe happening in a Continental war
when the mounted hordes of the Continental armies
attacked our Expeditionary Forces on the hills of
Flanders. Machine-guns were too trivial a toy to
be included in the schedule of fresh demands on the
Exchequer. This interesting military experience
came to my mind when eight years later | saw masses
of cavalry ride up to the lines to storm the trenched
and wired plateau of the Somme above Guinchy.
| remembered the Hungerford manoeuvres and |
understood better than ever that a military obsession,
however fantastic it may be, is stronger than death
—than many deaths.

Let me state at the outset that neither at the
outbreak of war nor at any subsequent period in
its course was the provision of munitions hampered
by failure to furnish the money for their purchase
or production.  On the contrary, | repeatedly made
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it clear that as far as the Treasury was concerned no
obstacle would come from that quarter in providing
o every supply that could possibly aid us
F'“a.”.c'a'f to victory. If the choice were between
5’,23;'5}3%” spending gold or British lives, | wasready
to take the responsibility of calling on
the nation to yield its last coin, provided it were
wisely and effectively spent. Nor did the country
itself ever hesitate to support this attitude.

On the 5th August, 1914, the day after the declara-
tion of War, the House of Commons was invited by me
to vote an initial sum of £100 million towards the
cost. | let the War Office know that it could have
whatever funds it needed to expedite supplies, and in
September | took the further step of definitely setting
aside a sum of £20 million and earmarking it as a
fund to be drawn on to finance extensions of factories
and works for the production of munitions. | must
add that the Master-General of Ordnance decided
in his wisdom not to inform the trade at first of this
provision, as is proved by the following extract from
a minute by him, dated 2nd October, 1914 :—

" The Secretary of State told me on 30th
September that the Cabinet had decided that
day that the various firms supplying munitions of
war were to be called upon to increase their plant
so as to allow of large orders over and above those
already placed to be executed in order that we
should be able to obtain additional supplies of guns,
rifles, ammunition, etc., in the same time if possible
as those already ordered and promised, and that in
addition our Allies should aso be able to procure
the same.

He informed me that the Chancellor of the
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Exchequer had agreed to place twenty millions
sterling at the disposa of the trade for the purpose
of increasing their plant. . . .

It has been considered by meinadvisable at thisstage
to inform the trade that grants of money will be made,
as hitherto | have received no hint or notice of
difficulties of that sort. . . ."

That last sentence illuminates the War Office
horror at the thought of adopting to meet this un-
precedented emergency any method not sanctioned
by " pigeon-holed " tradition wrapped in red tape.

| soon redlised that the ordinary methods of
Treasury approval for expenditure were inapplicable

to the exigencies of war and that to make
%gggr ot orders for essential supplies dependent on
edmpe  discussions of every detail between the

War Department and Treasury officials
would delay and hamper action.

Pointing out that in the present emergency it was
not possible to insist on the normal routine and
Treasury control in regard to departmental commit-
ments for contracts which now often had to include
abnormal financial conditions, | suggested that
throughout the War such contracts should be con-
cluded without reference to the Treasury. The
departmental heads in the War Office were thus
givenfreedom to takefull and immediate responsibility
for whatever contracts they held necessary. | assented
to this procedure all the more readily because there
was installed at the War Office as its financial adviser
an able Treasury official—Sir Charles Harris. Not
in the whole public service could be found a more
faithful and vigilant watchdog for the public money.
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3. RED TAPE AT THE WAR OFFICE

But although a financial carte blanche had thus
been offered to the responsible authorities for all
measures necessary to supply munitions, and although
the needs of our troops at the front were urgent and
terrible, the shortage of munitions continued and
increased. The War Office neglected to utilise to
the full its powers to remedy the lamentable shortage
from which our armies were suffering so severely.

Admittedly the authorities were faced with an
unprecedented situation. To cope with it, measures
equally unprecedented were necessary. The gravamen
of the charge against them is that they completely
failed to show the resource and flexibility of mind
reiance on  T€QUISIte to grapple with that situation
traditional and to improvise those exceptional
sources of measures. The only defence they have
supply been able to produce is the plea that the
demands on them were out of all proportion to
previous experience ; that they strove to meet them
through their traditional channels of supply ; and
that those channels became choked in the effort.
But that was obvious from the outset. Their task
should have been to increase those sources of supply
in original ways available to us as one of the three
greatest and most resourceful and adaptable manu-
facturing countries in the world. Any powers they
sought for the purpose would instantly have been
accorded to them by Parliament. They not only
failed to do this; they put all kinds of obstacles,
both at the outset and later on, in the way of everyone
who tried to help them, or relieve them of some part
of their burden.
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Up to the beginning of the War the normal routine
was for the Minister of War as the instrument of
Government to decide what operations
The official he would sanction. The Commander-
routine in-Chief would notify him of his require-
ments for carrying out those operations.
On the basis of this information the Master-General
of Ordnance would decide what stores must be
obtained, and would in turn inform the Director of
Army Contracts, who would approach the recognised
armament firms, and refer their quotations for
consideration to the Financial Secretary of the War
Office. After due discussion, a contract would
eventually be placed.
As soon as the War started, however, the Financial
Department, on the suggestion of the Treasury,
informed the Director of Army Contracts
(I;)reep;%rg;mtal that he need not refer quotations to them
responsibility D€fore closing contracts, so long as he let
them know of all liabilities incurred.
This should have considerably expedited procedure.
| am inclined to believe that in practice this relaxation
had the effect of increasing the delays. It turned
out to be a psychological blunder. The explanation
casds an interesting light on the limitations of
Departmentalism. As long as the officer ordering
the supplies had the check of scrutiny and sanction
by the officer of another department, he put forward
his requisitions boldly. His responsibility in the
event of any accusation of extravagance was by this
means shared if not altogether transferred. But now
the whole undivided burden of decision was cast
upon him. £Responsibility to the strong is a stimulus
—to the weak it is a palsy » There were many
unpleasant memories lingering in the military mind
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of sdect committees and commissions appointed in
past wars to investigate extravagant orders inefficiently
executed. The Master-General of Ordnance hints
that he felt most uneasy without the support of
his customary financial strait-waistcoat, and complains
that it " threw increased responsibility for the ex-
penditure on the shoulders of the Master-General of
Ordnance, who, feeling that he had not every
item checked as usual before commitment, had to
look still closer into each proposal involving ex-
penditure, whether for contracts placed with the
Trade for finished war material or for buildings,
machinery and staff required for his own department.”
The Ordnance Department therefore felt constrained
by the sense of an unaccustomed responsibility to find
good and sufficient excuses for going slowly, and
halting and hesitating in front of the munitions
problem.

The War Office had always dealt direct with the
Government Arsenals and a certain small circle of
contractors only, and could not bring itself to launch
out into dealings with a wider circle. The taking
in hand of an array of new and untried firms and
the organisation of them for munitions production
would beyond question have been a serious and
unprecedented responsibility. The Ordnance Depart-
ment recoiled from that risk.

When, therefore, prominent industrialists all over
the country clamoured to be of assistance, and made

offers to supply military stores and
ﬁgfg?'feg;dby munitions, the War Office did all it
industrialists . could to keep them at bay. Complaints
reached me that they were treated as if
they were greedy suppliants for profitable war
contracts. The general policy of the War Office
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was to give these would-be helpers a list of the
traditional contracting munition firms, and invite
them to approach these firms with offers to sub-
contract for supplies. It must be borne in mind
that these firms were already working at full pressure,
choked with orders from the War Office for not only
their maximum output, but for whatever extended
output they could hold out any hope of developing.
It was obvious that their overworked saffs would
neither have the time to organise a large system of
subsidiary firms, nor the inclination to spare some
of their best skilled men to train workers in other
concerns in the processes of munition manufacture ;
and furthermore, they would naturally be none too
eager to teach other firms which might develop into
awkward rivals and competitors with themselves in
days to come. In peace-time there had been between
Admiralty, War Office and foreign orders only barely
sufficient orders for armaments to go round, and
few guessed how long it would be before peace
returned.

It was subsequently discovered that not only had
some of the Armament firms accepted contracts from
Reckless  the British War Office which were far
contractingby beyond their capacity to execute, but
armament  that some of them had undertaken orders
firms on a gigantic scae from the Russian
Government. When they accepted these Russian
contracts they must have known that they had not
the faintest chance of executing them in time if they
were to deal fairly with their British orders. Their
failure to execute these orders was largely responsible
for the disasters which befell the Russian armies in
the campaign of 1914-15. War is the harvest of the
armament firms. But in all countries they were
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inclined to over-estimate the capacity of their own
fields and barns.

The policy of the War Office relieved it of the
dreaded responsibility for the control of work from
these outside firms, but at the cost of interposing
between the crying needs of our front line on the
one hand, and the vast manufacturing capacity of
Great Britain on the other, the narrow bottle-neck
of a handful of overworked firms, far too busy with
their own tasks to undertake the gigantic duty which
the War Office sought to thrust upon them, of
organising the whole potential productive capacity
of the country for munitions manufacture.

The military organisers appear to have been
handicapped by that ingrained distrust, misunder-

- standing and contempt of all business
(';’i“s't'rtl"jg’ofthe men (not on the War Office register)
businessman Which was traditionally prevalent in the

Services ; and doubtless the business
men on their side were—to say the least—puzzled
by their contact with the military mind and army
manners. The Master-General of Ordnance has
explained that the method adopted with some of
these would-be helpers was to send them down to
one of the arsenals to s the work being carried out
and form an opinion as to their firm's capabilities of
undertaking it ; and he adds that while many went,
comparatively few returned to say that they could
do it. In the light of the subsequent achievements
of such men under the direction of the Ministry of
Munitions, one has an idea of the sort of encourage-
ment these men must have received at official hands.
And it shows that there was a genuine, though
mistaken, under-estimate of the capacity, skill and
adaptable engineering ability of the nation at large.
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Doubtless there were many incompetents and ex-
ploiters among those eager applicants for orders.
But afilter of red tape was i || adapted to sift them out
and still retain the really efficient busness men, who
are often thefirst to recoil, perplexed and disgruntled,
at such treatment. The good men and the rubbish
alike failed to sgueeze through the fine and resistant
mesh. Meantime the War Office, aware that it was
not in sight of obtaining the gigantic supplies required
by the front line, spent much time begging the
soldiers not to use up shells so quickly.

4. FIRST SIGNS OF SHELL SHORTAGE

After the first rapid fluctuations of the War in
the retreat from Mons and the advance from the
Marne to the Aisne, the battle-front began to settle
down, in September and October, 1914, into that
long line of deep entrenchments which were to
characterise the Western Front up to the end of
the War.

The utilisation of the 5.9 howitzer by the Germans
as a field gun was a surprise to the French and

_ British alike. Its effect on the nerve of
Sartingeffect the troops was shattering, and it con-
big guns tributed largely to the break-up of Allied

resistance in the early stages of the War.

Already the Allied forces had experienced the
immense weight of the German artillery, and the
crashing moral effect of the high-explosive shells
which they freely employed. The ability of the
Germans to use, even when it was a war of movement,
heavy guns of a calibre far greater than we had
begun to think of as practicable in the field of battle,
and the devastation wrought by their " coal-boxes "



140 WAR MEMOIRS

and "Jack Johnsons/' as their giant shells were
irreverently nicknamed, had been arevelation to our
military chiefs, British and French alike. Such
defences as were hastily improvised proved quite
inadequate to protect the retreating armies against
the attacks of this deadly gun. No trenches had been
prepared, and such shallow trenches as were here and
there hurriedly scratched in the soil during the
retreat offered no shelter from the explosives rained
upon them by Germany's heavy artillery. On the
other hand, when it came to the German turn to
retreat, their engineers dug deep into the earth, and
the bombardment by light guns was quite ineffective
Briish shrapnd against such defences. As the War thus
noteffective  PaSSed to the stage of trench warfare, we
for smashing found that the shrapnel of our field guns
trenches was powerless not only to level parapets,
to destroy trenches and to obliterate machine-gun
emplacements, but even to tear down barbed-wire
entanglements, and that the only way to save British
lives was to churn up enemy defences with a crashing
barrage of high-explosive shells that would smash
the machine guns, level trenches and break lanes
through the wire before an attack was attempted.

At that time the War Office was supplying only
shrapnel for the field guns, and of the shell even for
field howitzers and 60-pounders, 70 per cent, was
shrapnel. The few six-inch howitzers and the lonely
9.2-inch howitzer which was sent out in October,
fired high explosive, but had only a limited amount
of ammunition.*

By the first week in September, 1914, General
Headquarters in France were writing to the Master-
General of Ordnance, asking for supplies of H.E.

* H.E. was first used by 18-pounders on 31/10/14
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(high explosives). The request was emphatically
reiterated on the 15th, and by the 21st a definite

request for 15 per cent, of H.E. shells
prmy askstor for the field guns was made—a proportion
dalls oY raised presently to 25 per cent, and by

the 6th of November to 50 per cent. A
week later this request was modified to 25 per cent,
but raised on 31st December again to 50 per cent.
The War Office refused to supply this proportion, on
the plea that " the nature of the operations may
again alter as they have done in the past.® Thus
persistent was the refusal of the War Office to recognise
the fact, demonstrated ten years earlier by the Russo-
Japanese conflict in Manchuria, that modern warfare
tended to become a war of entrenchments and siege
operations. | may add that on the 22nd October,
1914, the French General Deville had informed the
War Office that the French were giving up shrapnel
altogether and concentrating on H.E.

But even more serious than the failure of a supply

of H.E. was the general shortage of shells of any kind

whatever. By 17th September, Sir John
i‘;clks ofall  French was wiring for increased supplies
inadesquate of shells for his howitzers, pointing out

. that the reserves in stock on the lines of
communication had fallen dangerously low, and that
" in view of the large expenditure of this ammunition
now taking place and to be expected, this is a serious
matter. No effort should be spared to send out
further supplies at once."

The War Office replied that they were sending out
what they could—it would increase Sir John French's
stock to about ten days supply at his then rate of
expenditure—and warned him that " this will run
our stock very low, and we cannot supply at this rate



142 WAR MEMOIRS

until manufacturers reach their maximum output/'
SrJohn  The shortage of ammunition for the larger
French's guns became the theme of almost daily
appeals:  War telegrams of Sir John French. By 28th
Office replies  Sentember he was writing to draw atten-
tion aso to a pending shortage of field-gun ammuni-
tion. Hesaid : " For 18-pounders the proposal is to
dispatch 15,000 rounds a week, or less than 7 rounds
per gun aday. Thisis by far too small an amount.
During the last fortnight there has been an average
daily expenditure of 14 rounds per gun, notwith-
standing the fact that these guns, as a whole, have been,
comparatively speaking, but lightly engaged during
the action on the Aisne. | need hardly say that a
shortage of ammunition for Field Artillery might be
attended with the gravest results. It may be thought
that the nature of the recent operations have been
abnormal, but in my opinion future operations in this
campaign will to a great extent be of a similar kind,
and in order to maintain the Army in an efficient
fighting condition | am compelled to represent that
the proposed rate of ammunition supply cannot possibly
auffice to meet demands.” In its reply, dated 7th
October, to this letter, the War Office excused itself
in the following terms: " With reference to your
letter of 28th September, | am commanded by the
Army Council to point out that they have provided
in thefirst instance, and have aso sent out, replenish-
ments in almost every case fully up to the quantities of
gun ammunition which were laid down before the War."
(My italics.) This letter went on to promise
increased amounts, and Sir John French, answering
it on the 10th October, retorted that even this larger
rate of supply would provide the army with only 9
rounds per gun per day for the 60-pounders, 11 rounds
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per day for the 4.5-inch howitzers, and if all the
divisions were counted, only 6 roundsper day for the
18-pounder field artillery. Thereafter a series of urgent
telegrams came from France for more shells. The
tremendous attempt made by the Germans to throw the
British Army into the Channel and to capturethe ports
had just started. Thefirst battleof Y pres, thelast fought
in the open field on this front, had developed, and in
the middle of that terrible struggle the Field-Marshal
wired Lord Kitchener : " | fthe reserve on the lines
of communication is not at once made up to at least
the authorised scale and maintained on that scale, it
Is possible that the troops may soon be required to
fight without the support of artillery. The great
. battle which has now lasted for severa
gggl‘lg days still proceeds, and the gravest result
Ypres will be entailed by a shortage of artillery
ammunition." In reply he was told by

the Secretary of State for War : " As soon as | can
work out the rate you are expending ammunition |
will answer the last paragraph. . . . You will of
course $e that economy is practised. . . ." Three
days later, the Master-General of Ordnance wrote
to G.H.Q. declaring: "l cannot say what our
future supplies will be, as it entirely depends on the
promises of the firms to whom we have given large
orders being kept up to date® He added that he
could not increase supplies of 4.7-inch shell without
depleting the equipment of the fresh divisions now
being made up. French replied that he had been
compelled to reduce supplies for the howitzers to 10
rounds per gun aday, and would shortly have to bring
down the 18-pounder field guns to the same ration.
He begged for the ammunition which the Master-
General of Ordnance was holding up as equipment
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of batteries not yet sent overseas—" | submit that it is
of greater importance to keep the batteries which are
already here adequately supplied with ammunition,
than it is to retain ammunition in England for the
batteries which are to come out later "—and in an
urgent postscript added :(—

" | must press this point: The offensive is of the last
importance during the next two weeksor so | wish to
emphasise third paragraph of my letter.—J.F." (His
own italics.)

Two days later, on the 31st October, French wired
repeating this plea, to which the War Office acceded.
Kitchener dso suggested to him that Joffre ought to
send more French guns with a plentiful supply of
ammunition. But, as a consequence, when two days
later Sir John French asked for another infantry
division, he was offered a choice of Stuart Wortley's
Territorial Division " without artillery, for which we
have not got ammunition,” or the incompletely
trained VHIth Division,* with its artillery depleted
by the supplies sent out already.

Throughout November and December the shortage
of ammunition was growing. On the 12th November
Further G.H.Q,. wired for more shells for the 4.7-
appealsfrom inch guns, and the War Office stated in
Sir John reply what they had sent in the last week,
French and added : "We cannot continue to
supply at this rate." On the 12th December, Sir John
French wired Lord Kitchener : "I am very anxious
about our supply of ammunition.” Kitchener replied
that the output was insufficient for the guns already

* " The Official History of the War: Military Operations, France and
Belgium," Vol. I I, page 450, notes that the 8th Division " was* untrained '
according to home standards. . . . The Division assembled at Hursley Park,
near Winchester, between the 19th September and 2nd November ; it
began embarking on the 4th November. There was, therefore, no opportunity
for training in brigade and division."
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inthefield, and that he doubted the wisdom of sending
more batteriesto France, as" i t isobviously uneconom-
ical to keep batteries in France that cannot be used
because of the want of ammunition.” On the 31t
December French wrote to the War Office: " The
present supply of artillery ammunition has been found
to be so inadequate as to make offensive operations,
even on a small scale, quite out of the question.
Recent experience has shown that the ammunition
available suffices for scarcely one hour's bombardment
of a small portion of the enemy's line, and that even
this operation leaves no ammunition to repel acounter-
attack or to give the assaulting columns sufficient
support. Owing to the"nature of the operations in
which we are, and shall continue to be, engaged, tht
supply of artillery ammunition is the governing factor. . . .
Itison the supply of ammunition for artillery that the future
operations of the British Army will depend.” (My italics.)

The members of the Cabinet saw none of these
letters from Sir John French at the time, and knew
nothing of their existence.

5. THE HRST CABINET COMMITTEE

It was not perhaps obvious at first to everyone how
vital this question of munitionswas, or how urgent and
grave it was to become. The eyes of the nation
during those early months were st more upon
the spectacular massing of our man-power, and
the enrolment of the first million of the new Army.
Indeed, this public attitude caused an accentuation
of the difficulty, for vast numbers of highly skilled
workers, whosetechnical ability wasof thefirstimport-
ance for increasing the output of munitions, were
swept by the torrent of public enthusiasm or driven

VOL. 1 J
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by the undiscriminating taunts of their neighbours
into the ranks of these recruits. But it was clear to
Early some of us that the arming and equip-
indifferenceto ment of our forces would be no les
problemof  essential than their numbers, and far
munitions — harder to attain. And when the first
warning echoes of the shortage in France began to be
heard, and rumours of the congestion in our munition
firms at home came to our ears, we felt that specia
action must be taken to deal with the matter.

In September | urged the appointment of a special
Committee of the Cabinet to look into the question of
guns, shells and rifles. At first, Lord Kitchener
| secure ressted so strongly that the Cabinet
appointment  turned down the proposal. He was held
ofa in such awe at this date that his colleagues
Committee did not dare challenge his authority.
Eventually, however, early in October, | prevailed
upon the Cabinet to appoint a Committee to examine
the question of our munition supplies, and to
advise as to means of increasing production and
expediting deliveries. The Committee consisted of
the following seven persons :—

The Secretary of State for War (Lord Kitchener).

The Lord Chancellor (Lord Haldane).

The Chancellor of the Exchequer (Mr. Lloyd
George).

The First Lord of the Admiralty (Mr. Churchill).

The Home Secretary (Mr. M'Kenna).

The President of the Board of Trade (Mr.
Runciman).

The President of the Board of Agriculture (Lord
Lucas).*

* Subsequently killed in action.
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This Committee met altogether six times between
the 12th October, 1914, and the 14 January, 1915,
and took theinitiative in some of the more

Summaryof important questions of policy and pro-
itswork cedure which arose. As the work done by
this short-lived Committee formed the

basis of later developments for the supply of munitions,
| give some brief account of it. At the first meeting on
the 12th October, it reviewed the question of the
provision of guns for the new armies and recommended
that orders should be given for the manufacture of
artillery on a much larger scae than had hitherto
been contemplated by the War Office. Instructions
were given for the orderihg of 3,000 18-pounder field
guns, to be delivered by May, 1915, instead of the 892
already ordered for delivery in June. | pressed hard
that the capacity of the existing armament firms should
be extended, that the great engineering capacity of
this country outside the armament works should be
immediately mobilised for the production of munitions
and that the works of large engineering firms should be
taken over and converted to that purpose. The
Master-General of Ordnance objected on the grounds
that the manufacture of guns, rifles and shells was a
very delicate operation and needed long experience
and trained skill of a high order ; that the few firms
who possessad the necessary experience and training
subcontracted in respect of all work which outside
firms were capable of doing ; and that by this means
all the engineering capacity which could safely be
trusted was fully engaged. To go beyond that
process and leave the whole production of any
munitions of war to inexperienced establishments
would be too risky. He dwelt on the dangers arising
from faulty shells. The whole of our guns might burst.
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Such was his case for the existing procedure. There
can be no doubt that any great expansion under the
pressure of necessity was bound to lead to some
defective work, but the sequel proved that the risk
was far greater from badly designed fuses—for which
the Ordnance Department was responsible—than
from the cardessness of British manufacturers. The
rifle shortage was also considered. There was no
prospect of supplying our recruits with rifles for many
months to come unless special efforts were made to
quicken supply. A message was sent to the represen-
tative of the War Officeinthe U.S.A., instructing him
to ascertain the maximum output which could be
secured from firms capable of manufacturing field
guns or rifles to a total of 1,500 18-pounder guns and
half a million rifles. | may say that the reply to this
inquiry showed that there appeared to be little hope
of securing additional output from that source before
September, 1915.
On the next day, 13th October, representatives of
the Ordnance Factories, and of Messrs. Armstrong,
o Vickers, the Coventry Ordnance Works,
Negotiations  and Beardmore, met our Committee. In
with ordnance . .
factories regard to finance, | promised the repre-
sentatives of the armament firmswho were
called in that the Government could find the capital
required to extend the works of the armament firms
or those of their sub-contractors, and would compen-
sate them for any resulting loss. Thus encouraged,
the contractors engaged to increase their output by
every possible means, and as a result of this meeting
the commitments of the works represented were raised
from 878 guns to 1,608—deliveries in all cases to be
completed not later than August, 1915.
It was after this second meeting that | decided to
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pay a visit to France to inspect methods employed
there to expand and quicken production.

At successive meetings on the 20th and 21st October
we took up the question of propellant and explosives,
which was left to the Secretary of State for War to
investigate further, and that of the supply of rifles—
it being decided to increase largely the number already
ordered for delivery inJuly, 1915. As aresult, big
orders were placed in the United States, and grants
of money made to firms in this country for the increase
of their plant. Then, in regard to the organisation of
trade resources, it was decided that a Committee of
the armament firms shojald be formed to distribute
the orders to individual firms.

This summary gives some of the main points dealt
with during the first four meetings of the Committee
in October ; but it was not long before | discovered
that grants of money, though essential, were not all
that was necessary to meet the situation.

The difficulty at this time of increasing the orders
for munitions, or of accelerating delivery of existing

orders under the War Office procedure,
Their capacity WasS becoming every week more apparent,
exhausted for the existing armament workshops were

already working to their full capacity, and
the War Office seemed unable to organise any effective
increase in their capacity or their number. This
country was richer than any other in awide variety of
manufacturing plant, a vast amount of which we
subsequently found ways and means of adapting to
the production of munitions. Labour difficulties were
systematically pleaded by the munition firms as an
excuse for failure to carry out their contracts ; yet
there was still in the country an ampler supply of
labour than we enjoyed at any subsequent period of
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the struggle. The numbers of skilled workmen were
dwindling day by day owing to indiscriminate
recruiting. The head officials at the War Office, who
were responsible for the whole field of munition
design and production, made no effort to retain pivotal
men in our engineering works, and they clung most
tenaciously to their methods of assigning contracts.
They refused stubbornly to adopt the only effectual
measures for utilising and organising the manufactur-
ing and labour resources of this country in order to

secure an adeguate output.
In order to obtain afurther insight into the possibili-
ties of increasing our munition supply, | decided after
the second meeting of the Cabinet Com-

My visit mittee to visit France to se what was
toFrance  peing done there in the way of expanding
production.

On this visit | was accompanied by Lord Reading,
then Lord Chief Justice, and by Sir John Simon, then
Attorney-General.

Our party—Lord Reading, Sir John Simon and
myself—left Newhaven at midnight on October 16th
and crossed on a destroyer to Dieppe. It was my first
experience of the physical proximity of war. As soon
as we left Newhaven the lights were put out, as a
German submarine had been seen off Cherbourg that
morning. We had to steam out of the ordinary route
and hang about a good deal, so that the crossing took
twice as long as the ordinary packet boat would
have taken.

At Dieppe we were met on behalf of the French
Government and were taken to visit some of the
battlefields north of Paris. One of the cars which
met us was driven by the dramatist Henri Bernstein,
who had recently taken a prominent part in denounc-
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ing M. Caillaux during his wifée's trial. We were
taken to Senlis and Beauvais among other places.
The lower part of Senlis was a complete ruin after its
bombardment by the Germans. That was our first
view of the ruin caused by war. At Creil the bridge
over the river had been blown up by the French to
cover their retreat from the Germans, and we passed
over a pontoon bridge. Motoring through a country
which seemed in some districts to have been almost
abandoned by its inhabitants, for we were on the track

of the German march, we reached Paris in
Arrival in the evening. Paris itself looked like a de-
Paris serted city. All the gaiety, bustle and

vivacity had gone. The Government was
still at Bordeaux, whither it had fled during the panic
of August. The Elysee, the Chamber of Deputies, the
Luxembourg and all the Government offices were
locked up and left in charge of a few heroic care-
takers. The President, the Ministers, the Deputies—
almost all except Clemenceau and Briand—had
gone. It will be recalled that M. Clemenceau,
when asked whether he thought the Government
ought to leave Paris as the Germans were almost
at the gates, replied : " Yes, Paris is too far from
the front ! " The young men of Paris were away
at the front : older men were outside on guard
armed with obsolete rifles with long bayonets.
A considerable number of the remaining population,
especially in the richer quarters, had sought safety
further south when the Germans were approaching
with great strides towards the banlieue.  The hotels
were closed, and shops which did not dispense the
necessaries of life had neither purchasers nor window-
gazers. The sparse population of the streets looked
grave and preoccupied. Before the war the dress of
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the ordinary Parisian Women aways seemed to me
to be sombre, just as the apparel of the average
British women gave one the impression of being drab ;
but on this occasion garments, both male and female,
were blacker than ever, for the French army
during the terrible battles of September had suffered
casualties more appalling than had ever been inflicted
on any armies within so short a space of time. It was,
indeed, agrim city.
On Sunday morning, at ten o'clock, we achieved
the object of our journey, which was to ascertain how
far the French Government had organised
;rﬁqnjrt}mmdﬁorivate industry for the purpose of pro-
production ~ ducing munitions of war, and how far,
in view of French experience, similar
organisation could be undertaken in the United
Kingdom. General St. Clair Deville, the inventor of
the famous 75-millimetre gun, had been authorised
by the French Government to give us all
g‘e”g;.'r the information he procured, and he and
Deville Captain Cambefort placed their know-
ledge and experience at our disposal.
Genera Deville struck us as a splendid type of the
quiet, thoughtful, and efficient Frenchman. Cambe-
fort spoke English excellently (he was a big merchant
and manufacturer at Lyons in times of peace), and
knew England well. They explained to us what
arrangements the French were making to increase
their supplies of guns, shells, etc., and what provision
they were making for future development. They
explained how the Government, as soon as war broke
out, called engineers and manufacturers together in
order to make the best available use of all factories
and workshops capable of assisting in Government
work. The great difficulty was shortage of skilled
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workmen, because at the mobilisation no thought had
been given to this necessity, and all of military service
age, not then actually engaged in munition work,
had gone to the front. The Government was now
doing its utmost to get them back, though this was
very difficult, as they were scattered over different
regiments and in different parts of the battle front.
Still, a number of these skilled men had now been
recovered. Munitions were being manufactured by
private firms, and private production would rapidly
increase.

The return of essential and pivotal skilled men who
had been drafted either into the Territorials or Kitch-
ener Armies was not seriously taken in hand in Britain
until after the formation of the Ministry of Munitions
in May, 1915. By that time many of these workers
had already fallen in futile battles, owing largely to
lack of guns and ammunition they could have helped
to provide. Production suffered seriously from this
mistake.

General Deville said that England had such an
immense number of splendidly equipped engineering
works, with every variety of machines, plant and
toois, that our situation was, for the purposes of
increasing supplies, better than that of France. He
offered to be at the disposition of our Government
for advising us on the method of munition production
they had evolved. We reported this offer to the War
Office, but | never heard that it came to anything.
If he repeated to the Ordnance Authorities at home
the advice he gave to me it certainly did not fructify.

While in Paris | received a visit from Lord Robert
Cecil, who had been on a search for his sister's son,
reported missing. He learned as a result of his in-
quiries that the boy had been badly wounded, and
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taken with others in the same condition to a French
country house. Here their wounds were being
_ attended to when the Germans took
Qift?]eﬁt(')?g posesson of the mansion. The men's
RobertCecil  Wounds were only partially dressed, the
haemorrhage in many cases being only
temporarily stopped. The doctor who was attending
them warned the German officer that to move these
men meant their death, but in spite of this the officer
insisted on their being bundled into carts and taken
away as prisoners. As a result of this they all died.
Had they been left behind and recovered, they might
have returned to the front and helped to kill German
soldiers.  Such are the ruthless alternatives of war.
Lord Robert was aso arranging for a burial service
for the dead British soldiers, who were to be exhumed
where that was possible, and buried again with
religious rites—a rather gloomy and gruesome task.
He was anxious that the British Government should
arrange a mission for this purpose. | promised to see
toit.
We were privileged to have an interview with
General Gallieni, whowasMilitary Governor of Paris.
He was certainly a very remarkable
General person. He was evidently a very ill
Gallieni man ; he looked sallow, shrunken, and
haunted. Death seemed to be chasing
the particles of life out of his veins. Afterwards we
learnt that he was suffering from a serious internal
discase. He died from this disease in 1916. Still,
he was fearless, resolute and confident. He had just
made a notable contribution to the victory of the
Marne. We discussed with him very fully the whole
military position.
Early on Monday morning we left Paris and
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motored to Amiens, the General Headquarters of the
Northern Army of France. On the way we passed
through Montdidier. German aeroplanes had just
bombed the town and the fragments of their bombs
were hardly cold when we arrived. Here | heard,
for the first time in my life, the crack of shells fired

Visit to with murderous intent against human
General beings, and my first experience of it gave
Cagelnau's  me a shudder. At Amiens we came to
HQ. the Headquarters of General Gastelnau,

one of the ablest military leaders in the War. He
had already won a great reputation in the fierce
battles of the Grand Couronne in front of Nancy,
where under his leadership the French repulsed the
German efforts to break through on that critical front.
His personality created a deep impression on our
minds. He was a short man with a high forehead
and intelligent dark eyes—quiet and grave in
demeanour. | drove with him up to the French lines
beyond Doullens.  On the road the General explained
how the War was progressing and how differently
things had turned out from what military affs on
both sdes had anticipated and planned. It was clear
that neither German nor French generals had foreseen
that the War would develop into a sege operation
on a colossal scale.

" | imagined," he said, " that we should have had
great pitched battles, with afortnight or so in between
for rest and preparation. But here am | — | have
marched with my men from Lorraine to Normandy,
and they have been fighting incessantly for 79 days
and nights—and are still fighting.”

He had a habit of giving answers to my questions
which were curiously irrelevant, but always striking.
On the way up to the front we met an ambulance,
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and | asked him , whether that was carrying the
wounded to the hospital behind the lines. His answer
was : " The man who is responsible for this war has
the soul of adevil ! " He discussed the losses, which
had been enormous on both sides. The Prussian
Guards, he said, had been wiped out, and the French
had lost too many brave men. He deplored their
loss, and said : "I look at the lists of these dead
heroes, and learn how they died, and | weep, and
say : ' There is not one of these men who is not a
greater man than | \ "

Two of his own sons had been on these lists of the
killed. He was in the habit of reading out to his
staff every morning the names of fallen officers.
One morning the list contained the name of his own
son. When the name was reached his only sign of
emotion was a gulp, a catch in the throat, before the
name " Charles Castelnau " passed his lips, and he
then proceeded calmly to the end of the list. In
commenting on the military position he grew grave
when talking of the clutch in which the two armies
were locked, and the apparent impossibility of
breaking it. | asked how many men were under his
command, and he said there were nine army corps.
" Well," | remarked, " that is a greater army than
Napoleon ever commanded in any single battle."

His answer was a kind of soliloquy. " Ah,
Napoleon, Napoleon ! If he were here now, he'd
have thought of the * something dse\" Asked what
he thought of the chances of the War, and whether
the French would succeed in driving the enemy out
of France, Gastelnau's answer was : " // lefaut! "

The answers which both General Castelnau and
subsequently Generals Foch and Balfourier gave to
my questions on the military situation left on me the
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impression that even the ablest of the French military
leaders were, for the time being, completely baffled
by the military dilemma presented to them by the
unexpected change in the tactics of the German Army.
A war of movement had been anticipated and pro-
vided for in the equipment and organisation of the
Army. A great Sege operation where the soixante-
quinze and the Chasseurs played a subordinate part
had clearly not been thought of. They had attempted
here and there to penetrate this earthen fortress and
had everywhere failed with heavy losses They were
now lookingfor the® something else"  Unfortunately
for the Allies they looked for possibilities straight in
front of them only and failed to look around and far
beyond.

General Castelnau seemed very popular with his
men, visiting them in the trenches and cheering them,
calling them " mes enfants" and enquiring whether
they had enough to eat. " Trop ! " said one soldier,
who was marching to take his place in the trenches
with a yard of the delicious French bread under
his arm.

| was told that the men were entirely different in
spirit from what they were at the beginning of the

War. Then they were terrified of the
Improved ki shells of the enemy and recoiled in
spirit of h . .
the poilus orror from the hideous explosives. It

needed a very firm hand to put a stop to
the effect of this terror. We heard that General
Maud'huy, who had by that time joined our party,
and who had the record of being one of the most
daring of French Generals, had dealt with his men
in avery drastic way. A section of them had broken
under the fire of the German artillery. The next
day, therefore, the General marched them out again
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until they were under shell fire, when he ordered
them to halt and face about. He then began to put
them through their ordinary drills, on the under-
standing that any man who attempted to run away
would be shot immediately. When he thought that
they were used to shell fire, he marched them back
again. | asked Maud'huy if this story | had heard
about him were true. He smiled, and said " Ah,
but | gave them their reward afterwards ! * " And
what was that?" | asked. "Monseur" was the
answer, " when we were attacking | permitted them
the next time to advance two hundred metres in front
of the rest." " Was there any further trouble with
their morale?" " Jamais!" was the reply. The
complaint about morale arose mainly concerning
soldiers drawn from certain French departments
remote from the German frontiers and with no
memories of any Teutonic invasion in the past ;
peasants drawn from these areas were inclined to
treat the fight as something which more particularly
affected the northerners. The spirit of the men from
these districts had now been completely established.
They all knew that it was a struggle to the death for
France to which their devotion was beyond challenge
or fear. | observed the countenance of men who
had passed through the fiery furnace. Though they
were resigned and calm, yet the horror of it all was
stamped on some of their faces—a horror that
habitude and resignation had not yet been able to
smooth out.

We proceeded to General Balfourier's headquarters,
and there for the first time saw something of the
bombardment of villages by the German artillery.
It was continuous but leisurely. There was no
serious fighting going on, and | have no doubt that
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the report on both sdes would be: " All quiet on
thisfront ! "

| did my best during this visit to inform myself by
question directed to General Castelnau and General
Mestingwith Balfourier, and everyone | met, as to the
General real character of the problem with which
Balfourier and the Allies were confronted owing to the
General Foch gigging in of the German Army.

This was the first occasion on which | met General
Foch. He was a totally different type from General
Castelnau. The part he had taken in the recent
victory on the Marne added to my eagerness to meet
him. He corresponded more with the British idea of
what atypical Frenchrnan is like—vivacious, demon-
strative, emphatic and gesticulatory. He talked just
as much with his hands and arms as he did with his
tongue. But whether he expressed himself with hand
or voice he always talked well and to the point. His
high broad forehead and his penetrating eye proved
him a man of exceptional gifts. | asked him if he had
any message for the British Cabinet and he said, " Tell
them there will be no more retreats." | asked him
whether | could also tell them there would be any
more advances. He hesitated and was evidently
perplexed by the question. After a perceptible halt
he replied : " That depends on the men and material
you will be able to throw into the battle line." He
said that the Belgians had been obliged to retreat
before the German advance, but his advice to them
had been, " If you want to keep your country, dig
yourselvesintoit, and hangontoit ! "

At the Headquarters of Balfourier's Division we
saw a German prisoner who had just been brought in
—a Prussian Guard. He was wounded in the arm,
and evidently in pain. The Lord Chief Justice
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spoke to him, and ascertained that he came from
Berlin. Theprisoner behaved with great dignity, be-
ing neither surly nor communicative, but
A German evidently feeling his position keenly. He
prisoner had every appearance of an educated man.
" Well," said the French General, " you
need not worry. You will be taken to the hospital,
and looked after just as well as our own men."
"Your men are well treated by us, too," replied
the German. The General shrugged his shoulders.
" At any rate," he said, " for you it is now only a
question of time.  When the war is over you will be
free to return to your home." " Ah!" said the
prisoner, with weary longing, " home is the only
thingthat mattersinlife
I inquired of a young French officer who was
helping to guide us round the front whether the stories
of German cruelty to women were true. " No," he
answered. " They leave them alone as a rule."
And he added with a cynical shrug, " They do not
appreciate women."
At this stage of the War there was not much
outward visible sign of its devastation. The hundreds
of long-range guns which later on smashed
French —— towns and villages and churned up fields
peasantsin . . .
thewar zone Nad not yet begun their ruinous activities.
The country as a whole showed no signs
of pillage or destruction. The peasants were in the
fields, often working stolidly within range of the
German shells. | heard of one old woman who was
working in a potato field when a shell burst danger-
ously near. She stopped for a moment, looked at it
and then went on with her work. Everywhere there
was a sense of everyone having calmly settled down to
an established condition of things which threatened
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to last for some time. The inhabitants of villages
which were being bombarded were leaving the villages
during the day and returning at night to seep. It
was early in the morning when we met an old man
and woman who had left their home in a bombarded
village just for the day. The old woman was carrying
under her arm a duck, probably destined for their
mid-day meal. = They were engaged in deep conver-
sation, but to all appearances were taking the situation
very philosophically.

When we reached the British Headquarters at St.
Omer, Sir John French had left for the Menin road
where " some fighting " was reported to be going on.
It was the beginning of the terrible ba#le of Y pres.

VOL. | K



CHAPTER VI
THE FIGHT FOR MUNITIONS—continued

I. A POLICY OF SHORT VIEWS

In spite of the recommendation of the Cabinet
Committee that it was advisable to mobilise the
engineering resources of this country more fully for
the production of munitions, the War Office adhered
to its dependence on the established armament firms.
Had the War been " over by Christmas/® then the
official policy might have carried us through.
Although Lord Kitchener, on 4th December, 1914,
in one of the very few interviews he granted to the
Press, spoke of the possibility that the War would last
three years, the authorities at the War Office
responsible for the supply of munitions were slow to
envisage the character and the probable duration of
the struggle. This came to light in the course of
negotiations for the purchase of rifles from America.

The War Office decided that no more rifles than
those already on order should be arranged for unless
delivery was promised by 1¢ May, 1915.

Rifles from . . A

America: In this connection | transcribe a letter |
Wer Office wrote to the Master-General of Ordnance
delays on 23rd November, 1914, relative to the

War Office action :—

" Dear Genera von Donop,—Lord Reading
has shown me your letters to him on the subject of
162
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further American orders for rifles. | understand
that you are of opinion that unless delivery by the
1 st of May is promised the Army will not stand in
need of additional rifles beyond those which have
already been promised to you after that date. |
must say this rather surprises me in the face of the
figures supplied to the Committee of which | was
a member. Unless you have arranged for an
enormous addition to the supplies which you then
foresaw, we shall certainly be very seriously short
even in the month of September. We were then
working on the assumption that the Kitchener
Armieswerelimitedtothefigureswhich Parliament
had then sanctioned. Since then Parliament has
ordered the enlistment of another million men.
Do the promises received by you from various
sources for the delivery of rifles provide for the
equipment of this additional million?

| should have thought that as long as you had
a responsible firm in America who were prepared
to undertake the delivery to you of additional rifles
—even although they were only received in
substantial numbers late next year—it would have
been worth while accepting their services.

Kindly let me know, as | promised to inform
Mr. Grenfell definitely what the decision of the War
Office is on the point.—Y ours sincerely,

D. LL, GEORGE.

P.S. Further supplies of rifles will be required
for the Central Association of Volunteer Corps,
which has been quite recently sanctioned by the
War Office, in which there are already some
200,000 men and which, according to War Office
anticipation, will amount eventually to a million."
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| have no record of any reply to this letter, but the
Master-General of Ordance probably spoke to me on
the matter when he saw me.
This failure to realise the scae of warfare to which
we were committed, and the corresponding scale of
armament and munition output that
Excusesfor ~ Would be required, was characteristic of
shell shortage  the War Office during those early months.
When it was discovered in December that
the deliveries of gun ammunition promised by the
main contractors were not coming forward, it was
not inferred that the scheme of production was at
fault. The contractors’ estimates had been too
sanguine; the sub-contractors had broken down
over unforeseen difficulties. These failures were,
indeed, taken by the War Office to be proof of the
fundamental soundness of their contention that the
technical difficulties of armament work were likely
to defeat the inexpert manufacturer, and could only
be tackled by the established firms.
Accordingly the War Office enlisted the aid of the
Board of Trade for a scheme to transfer skilled

Tranger of Workers from other engineering firms in

labour : the country to the established munition
Board of works. Though in regard to its intended
Trade efforts

object this scheme was afiasco, it had the
effect, not foreseen by its originators, of helping to
break down the War Office policy of dealing exclus-
ively with the traditional sources of supply. For when
these independent firms were approached as to transfer
of their men, many of them protested that they were
already doing a certain amount of Government work
as sub-contractors, or were supplying materials to
firms engaged in sub-contracts ; and even those which
as yet were doing nothing of this kind raised the
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strongest objection to handing over their best skilled
men to private armament firms, and offered instead
to undertake munition production themselves.
The canvass of employers was carried out during
the first fortnight of January, 1915, and Sir H.
Llewellyn Smith, of the Board of Trade,
canvassof ~ Feviewing its meagre results in a note
employers dated 23rd January, said :—

" | have therefore been led to the conclusion that,
if a large amount of labour in addition to what can
be obtained from among the unemployed British
and Belgian workpeople is required for armament
purposes, it is necessary in thefirst place to ascertain
precisely how much additional work can be devolved
on other engineering firms by the armament firms,
or given to them direct, and to distribute this work
judiciously so as to take advantage to the fullest
extent of the plant and labour available. "

One useful outcome of the action of the Board of
Trade was that the Master-General of Ordnance was
persuaded to sanction a proposal that

Approachesto firms should be informed through the
outsidefirms | abour Exchanges that they might make
requests for contracts for Army supplies,

subject to having been inspected and found to be
capable of undertaking the task in question. In the
course of the first eighteen months of the War about
11,000 firms were thus inspected through the Labour
Exchanges. This led to a scheme by the Board of
Trade for a survey of engineering firms, a project
which, however, broke down when the Engineering
Employers' Federation, which was to have taken an
active part in carrying, through the survey, took
objection to the absence of any specific information as
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to the types of contract which the War Office might be
prepared to offer. The Home Office also arranged to
carry out a census of machinery, which was conducted
in March by the factory inspectors, and its results
communicated to the War Office. No substantial
progress, however, was made with the utilisation of
the full engineering resources of the nation.

2. THE SHELL SHORTAGE GROWS

A memorandum issued by Lord Kitchener to the
G.H.Q,. of the Expeditionary Force on gth January,
1915, dates the ammunition position at that date
with a frankness which must have had a discouraging
effect upon the Commander-in-Chief and his army in
France :—

" It is impossible at the present time to maintain

a sufficient supply of gun ammunition on the scae
which you consider necessary for offensive

qud .. operations. Every effort is being made in

itchener's .

memorandum@ | parts of the world to obtain an
unlimited supply of ammunition, but, as

you are well aware, the result is still far from
being sufficient to maintain the large number of
guns which you now have under your command
adequately supplied with ammunition for offensive
operations. You have pointed out that offensive
operations under the new conditions created by
this war require a vast expenditure of artillery
ammunition, which may for even ten or twenty
days necessitate the supply of 50 or 100 rounds per
gun per day being available, and unless a reserve
can be accumulated to meet an expenditure of this
sort it is unwise in embarking on extensive offensive
operations against the enemy's trenches. It is, of
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course, almost impossible to calculate with any
accuracy how long offensive operations once under-
taken may last before the object is attained, but it
is evident that the breaking-off of such operations
before accomplishment owingtothewant of artillery
ammunition, and not on account of a successful
termination or a convenient pause in the operations
being reached might lead to a serious reverse being
sustained by our forces/'

Neither this memorandum nor the purport of it was
communicated to the Cabinet.* It was not merely
_ a question at that time of supplying a
Congl‘uef; sufficiency of shells for an offensive, but
aépHSa ™ enough to reply to the German bombard-
R ment of our trenches. There were no
offensive operations undertaken until the following
March and then only on alimited scale. The evidence
pouring in from the front proved that the shell
supply was pitifully unequal to making even a show
of defence by artillery. Throughout January and
February the burden of telegrams from G.H.Q. to
the Master-General of Ordnance is continually :
" Stock of shell very low ; " " Amount received much
below proportion ; " " Reguest that further supplies
may be expedited as much as possible.” On 21st
January, General von Donop wrote to the Chief of
the General Staff in France : " It ssems quite hope-
less for me to give you any dates for delivery of guns

or ammunition.>
Such information as | was able to obtain, despite
the reticence of the military authorities, about the
situation increased my already acute uneasiness. |
» The first week of the battle of the Somme we had 3':times as many guns

in France as on 1st January, 1915, and the expenditure of shells during
that week by the artillery taking part in the battle was 237 per gun per day.
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therefore circulated a memorandum to the Cabinet,
four days later, on 22nd February, 1915, submitting
some Considerations on the Conduct of the War, from
which | quote the following :—

" Thefirst and the greatest difficulty is equipment.
The number of men we could put in the field is
seriously limited by the output of guns and
m’gﬁ‘(" rifles. In this respect we have a great
of22/215 advantage. We are at a disadvantage as
compared with the Germans in one
material respect, but we are at a great advantage
in other respects. As to the disadvantage, the
Germans and Austrians between them had, even
at the commencement of the War, much larger
supplies of war material and more extensive factories
for the turning out of supplies than the Allied
countries possessed, and they have undoubtedly
since made much better use of their manufacturing
resources for the purpose of increasing that output.
Germany is the best organised country in the world,
and her organisation has told.

Those are the disadvantages.  What about the
advantages ? The manufacturing resources at the
disposal of the Allies are enormously greater than
those which Germany and Austria can command.
In this computation Russia barely counts, but the
manufacturing resources of France and Great
Britain between them are at least equal to those of
Germany and Austria, and the sess being free to
them they can more easily obtain material. But
apart from that they have practically the whole of
America, which is the greatest manufacturing
country in the world, and Japan to draw upon. -

| believe that France has strained her resources
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to the utmost, and she can hardly do much more.
She has now abolished the sde of absinthe, and that
will have an appreciable effect upon the produc-
tivity of her workmen. She is, therefore, doing all
she can to contribute. | do not believe Great
Britain has ever yet done anything like what she
could do in the matter of increasing her war equip-
ment. Great things have been accomplished in the
last few months, but | sincerely believe that we
could double our effective energies if we organised
our factories thoroughly. All the engineering
works of the country ought to be turned on to the
production of war material. The population ought
to be prepared to suffer all sorts of deprivations and
even hardships whilst this processis going on. Asto
America, | fee confident from what | have heard
that we have tapped only a small percentage of
this great available reserve of supply.

Special attention should be given to the laying
down of machinery which is essentid to the
Need 1o tUrning out of rifles and cannon. | hear
mobilise all 1t takes months to complete these machines,
manufactur- - put even if they are only ready in Septem-
INg resouresS her we shall need them all.* My first
suggestion, therefore, would be that full powers
should be taken, if we do not already posess them,
as | think we do, to mobilise the whole of our
manufacturing strength for the purpose of turning
out, at the earliest possible moment, war material.
| have always thought that our complete command
over the railways equips us with the necessary

» Without the necessary machines and gauges manufacture could not start.
These additional machines were not ordered by the War Office and by the
armament firms in any appreciable quantities for another six months. It
was done then after the big gun programme which had followed the Boulogne
Gun Conference It was one of the first steps taken by the Ministry of
Munitions.
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powerswithout resortingtolegislation. Butlegisla-
tion which would enable us to commandeer all the
works inthe United Kingdom, and, if necessary, to
deal with labour difficulties and shortcomings,
would undoubtedly strengthen our hands. We
might even take full powers to close public-houses
altogether in areas where armaments were being
manufactured. As to our railway powers, | made
the suggestion some time ago to the War Office that
they should be used. | am not sure of the extent to
which that has been done."

At this time the Ordnance Department had
manoeuvred the political meddlers with munitions
out of action. The Cabinet Committee

gimgt“he on Munitions had ceased to exist. Itslast
Committee Meeting was held on ist January, 1915.
The Board of Trade was supposed by the

rest of the Cabinet to be functioning entirely in th*
direction of organising our engineering skill. As a
matter of fact it was then conforming to the War
Office policy and trying vainly to carry out its scheme
for transferring skilled workers from factories and work-
shops not engaged in war work to the traditional
armament firms. The War Office seemed to be care-
fully shutting its eyes to the magnitude of the task
confronting it, and our army in the field was watching
with dismay the approach of the summer campaign,
conscious that its supplies were quite inadequate, and
that the outlook for any increase was of the blackest.
At a Conference held at 10, Downing Street on
Friday, 5th March, 1915, at which the Prime Minisfer,
Lord Kitchener, myself, General von Donop, Mr.
M'Kenna, Lord Crewe, Sir George Gibb and Sir
George Askwith were present—a conference of which
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some account appearsin aletter to Mr. Balfour, which
| reproduce alittlefarther on—I urged again that there

should be a fuller utilisation of existing
conference  €ngineering firms, and in particular |
of5131*5 drew attention to the need for expediting

the supply of rifles, which was still so
inadequate that many of our troops in training had
no rifles to drill with. Both Lord Kitchener and
General von Donop seemed quite satisfied with the
prospects about rifles, of which they hoped we should
have about two million by the beginning of 1916.
When | pointed out that the House of Commons had
already voted 3,000,000.men, Kitchener was taken
aback, and declared that they had not yet begun
to calculate the military equipment—guns, am-
munition, etc.—for such aforce.

The conference decided that an investigation should
be st on foot to find out what machinery was lying
idle which could produce war material, and that L ord
Kitchener should be asked to calculate what munitions
would be required for an army of 3,000,000.

3.  CORRESPONDENCE WITH MR. BALFOUR

With the disappearance in January of the Cabinet
Committee on Munitions there had ceased to be any
effective instrument either for prodding along the
War Office officials in regard to this vital issue, or for
carrying out the tasks they were leaving undone.

Some time before the conference on March 5th, |

had established contact with Mr. Balfour,
ﬁl?'efrfg'isn who was a member of the War Council
munitions _ @nd of the Committee of mperial Defence.
Mr. Asquith had retained him on these
bodies in order to secure his experience and advice
in the national interest. From time to time | had
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poured into his ears my misgivings as to the whole
position, and | had especially impressed upon him the
delays in providing our troops with adequate support
owing to the refusal of the War Office to make full
use of our manufacturing resources. | had animplicit
belief in his patriotism and a great admiration for
his high intellectual gifts. Moreover, he had some war
experience. He knew his Generals well. He had not
forgotten the incompetent complacencies of the Boer
War. He had suffered from them at that time.
Their blunders had helped to discredit his administra-
tion. On returning from the Conference | received
the following letter from him :—

"4, Carlton Gardens,
Pall Mall, S.W.I.

March 5th, 1915.

My dear Chancellor of the Exchequer,

I know you won't take it amiss my dictating

this letter, for my own handwriting is rather a

trial  to my correspondents. | most

Hisletter —earnestly trust that you are not letting

°f5l3[*5 slide the matter about which we talked

the day before yesterday. Putting labour

troubles altogether on one side, the position seems

to me to be most unsatisfactory, and unless you will

take in hand the organisation of the engineering

resources of the country in the interests of military

equipment, | do not see how any improvement is to

be expected. | am afraid it really is the fact that

the Contracts Department of the War Office

deliberately rejected the opportunity of getting the

rifle-making plant which was offered to them some

time ago. They supposed, poor things, that they
had already had enough ! !
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| find it very difficult to understand how we have
enough even for our own needs, putting aside the
needs of our Allies. Apart from what we can pur-
chase abroad, | gather that our output at the
present moment is quite insufficient for our own
needs. We make about 45,000 new rifles a month,
and we enlist 60,000 a month ; and large numbers
of our existing levies are unarmed.

Lord K. seems, however, more preoccupied about
the shell question than about the rifle question.

Everybody seems to admit that there would be
no difficulty in making the metallic framework of
the shell to any extent we may desire. It is the
fuses which present all the difficulty. Now will
anybody tell me that with proper organisation it is
materially impossible greatly to increase the output
of fusess? It may be so, but | do not feel at all

_ inclined to accept it on the authority of
\\;\'lg"g?f?ce the Ordnance people at the War Office.
limitations 1 Ney are admirable people, and are doing

splendid work, but their training cannot
have been of the kind which would enable them
successfully to exploit the manufacturing resources
of the country.

In this connection | cannot help feeling surprised
at the attitude which the Russian Foreign Office
are now taking up. They are not only indifferent
to the augmentation of the Allied Forces by the
adhesion of fresh States to the Entente ; they appear
positively to dislike it. This would be perfectly
intelligible if they themselves possessed an over-
whelming strength in well-equipped armies. But
if they are as ill-provided as in our moments of
pessimism we suppose, their confidence is truly
amazing.
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Personally, | should rather like to see the Greeks
sent off to occupy Smyrna and the adjacent
country. This might bring in the Italians, and it
would be an additional reason for not employing

~ the Greeks in Gallipoli. | do not quite
assgﬁ‘ﬂ'onsunderstand why the Admiralty ever ex-
sraegy  Pressed astrong desire for their assstance ;
and their plan of landing a large force on
the Peninsula and fighting the Turks inch by inch
sams to me altogether absurd. With the only road
over which supplies can reach the Turks partly
destroyed and effectively enfiladed by ships of war,
we can well afford (it seems to me) to leave the
garrison at Gallipoli to stew in its own juice—
provided always the ships of war are able unassisted
successively to reducetheforts, whichthe Admiralty
assures usis the case*

| did not mean, however, to trouble you with all
this; my objectinwriting was merely to beg youto
do what is possible to bring in outside manufac-
turers to the assistance of the War Office.

Yourssincerely,
ARTHUR JAMES BALFOUR."

Before | received the letter | had written Mr.
Balfour as follows :—

" March 6th, 1915.
Dear Mr. Balfour,

Yesterday we had an informal meeting to
discuss the labour difficulties on the Clyde and

« | did not accept M r . Balfour's views as to the possibility of forcing the
Straits for navigation without occupying Gallipoli. Had we deputed this
task to the Greek Army early on in the war, all our subsequent difficulties
would have been averted.
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on the Tyne. The Prime Minister and Lord
Kitchener were there ; M'Kenna, Sir George

Gibb and Sir George Askwith were aso
My letter present, but the Admiralty were not
of 613/15 represented. After disposing of the issue

raised by the Clyde strike we proceeded to
discuss the important question of munitions of war.

Von Donop assured us as far as rifles were con-
cerned that the position was satisfactory. He is

confident that he will be able to supply
Problemof the men now in course of training with
rifles rifles of sorts by the end«of September.

This equipment will include resighted
rifles; it also includes 130,000 to 140,000 rifles
which von Donop said were not worth re-
sighting but were good enough to kill Germans
with in this country.

If recruiting goes on at the rate at which it ispro-
ceeding now we shall be able to equip the whole of
our new forces with rifles by about the beginning of
February next year. All this is accepting von
Donop's optimistic estimate of the output. Now
they are being turned out at the rate of 30,000 or
40,000 a month, and von Donop is entitled to say
that they are well ahead of contract time. Gradu-
ally he hopes to expedite the rate of output until in
September it becomes 100,000 a month, and in
December 155,000 a month. HE CANNOT QUICKEN
THE PAGE NOW BECAUSE IT TAKES NINE MONTHS TO
CONSTRUCT THE NECESSARY PLANT AND MACHINERY
FOR THE PURPOSE OF TURNING OUT A RIFLE. Had
this been done in August of last year we should have
had our rifles ready for the new armies by June
instead of September—the difference being a vital
one, for the present figures mean that we cannot
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send all our new forces into the field until the
summer is past. They are much better than |
hoped, but there is no provision made in them for
supplying a single rifle to our Allies, and that is the
most serious feature in the outlook. The Russians,
as you know, are deplorably short of rifles ; they
are better off for shells.*
Once more we decided yesterday to take the step
in industrial organisation which we resolved upon
in October and which until recently we
Industrial Were all under the impression had actually
organisatiorpeen taken. The War Office admit that
they were deplorably short of shells, of rifle
ammunition and of fuses ; they also admit that they
can do nothing this year in this country to supply
the deficiencies of our Allies. That is amost a
disastrous admission as far as the prospects of the
War for the next twelve months are concerned.
Nothing can remedy this state of things except the
placing at the head of this new Executive of an
energetic, fearless man who will not be cajoled
and bamboozled by von Donop nor bullied by
anyone dse

| sincerely wish you had been present. These
views have to be pressed on the War Office, and
as the mere fact that it should be necessary to do
so at the end of eight months' war is in itself a
reflection upon War Office organisation, it is quite
an unpleasant function to undertake, and | am
sorry to say | had very little support. It is essential
that your influence and position should be behind
this pressure. There will be an adjourned meeting
for Kitchener to produce further figures. | hope

* The War Office had withheld from the Cabinet all information as to the
serious shell shortage on the Eastern Front.
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it will be held early in the week and that it will be
possible for you to attend. THE FATE OF THE WAR
DEPENDS UPON STRONG ACTION BEING TAKEN
IMMEDIATELY TO ORGANISE OUR ENGINEERING
RESERVES FOR THE PURPOSE OF INCREASING THE
OUTPUT NOT MERELY FOR OURSELVES BUT FOR OUR
ALLIES. During yesterday's discussion it was
assumed that we could no nothing in this country
to aid Russia, and that it was quite as much as we
could do between now and the end of the year to
equip our new forces.
Yours sincerely,

4. D.O.R.A. AND MUNITIONS

Four days after the conference above described |
laid before the House of Commons, on 9th March,
1915, a Bill to amend and extend the provisions of the
Defence of the Realm Act.

This was the third edition of D.O.R.A., and was
designed to give very greatly increased powers to the
Authorities to secure munition production.

The first " Defence of the Realm Act " had been
carried on 8th August, 1914, and gave general powers
to His Majesty's Government to make regulations for
the conduct of affairs under war conditions ; the
second, passed on 28th August, 1914, extended these
powers and included powers of control over armament
factories and their workers.

Thisthird D.0.R.A. extended the power of control so

as to enable the Government to take over
Provisonsof and use any factory or workshop what-
D.ORA. Il ever, to control its processes and output,
to remove its plant elsewhere if necessary,
to commandeer empty premises for the housing
of workmen engaged on war work, and to annul

VOL. | L
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any contracts which stood in the way of firmscarrying
out the production of war material.

The possesson of the powers conferred on the
Government by this new measure undoubtedly
strengthened its hands in subsequent negotiations
with firms and workers. Had those powers been
resolutely and intelligently applied, without loss of
time, they might have gone far to solve some of the
most serious difficulties with which we were at the
time confronted. An attempt was indeed made by
the Board of Trade to apply the power of taking over

armament works as a means of checking
Problemof  the excessve profits these were making—
profiteering  profits which had led to grave discontent

among the workers, who felt with some
reason that the appeals made to them to put forth
their utmost efforts were in fact appeals to increase
the wealth of war profiteers. But the negotiations
over this proposal broke down, and later on this
matter was dealt with by me by means of provisions
with regard to Excess Profits incorporated in the
Munitions Act.

In the course of the discussons on the Bill,
Mr. Bonar Law made some very helpful observa-
tions which are relevant to the story. He began by
saying \—

" .1 wish to say at once that the powers
which are now demanded are probably the most
drastic that have ever been put to any

%Aomme”tsm House of Commons. They enable

r. Bonar

Law the Government to go to any factory

and tell them what they are to make
and what they are not to make, or to go to any
factory and tell them that their machinery is not
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being employed to the best advantage, and that

we are going to take it away and use it for another

purpose.”

The Chancellor of the Exchequer : " For war
material."

Mr. Bonar Law proceeded to say that the mere
fact that the Government were asking for such drastic
powers and rushing the Bill through gave him ground
for anxiety, and he continued :—

. | have said, speaking in this House last
Monday, that | had some doubt whether in one
respect the Government were doing everything they
could to end this war. | expressed that doubt.
| had no knowledge, and | have none now ; but I
did express the doubt whether we had shortness
of ammunition or of other munitions of war, and |
said | believed that if that was so after seven months
of war, in a country like this, which is the greatest
manufacturing country in the world, and where
there is immense power of adapting one form of
manufacture to another—that if there is that
shortage, | do not think the industrial resources
of the country have been used to the greatest
advantage. | cannot understand why, if this Bill
IS necessary to-day, the necessity of it could not
have been foreseen in August or September, and
why it should not have been introduced then."

This quotation shows that the uneasiness as to the

failure of the War Office to make the best

A man of use of our manufacturing capacity was
push and . . ’ .

go " wanted spreading. It was in the course of this dis-

cussion that | said that " the Government

were on the look-out for a good, strong busness man

with some ' push and go ' in him who would be able



180 WAR MEMOIRS

to put the thing through." The phrase caught on
and the public anxiously awaited the advent of the
" man of push and go." There were several experi-
ments made by L ord Kitchener in the way of satisfying
the demand.

The Bill was passed without any division or
challenge. The Ordnance Department could not
complain that they were not equipped with the fullest
powers to make the best use of the manufacturing
capacity of this country. There were no symptoms,
however, of any eagerness on their part to exploit
these new powers by setting works outside the
Armament ring to the manufacture of war material.
| therefore urged the Prime Minister to summon
another Council meeting to discuss the position once
more. At this meeting it was decided to appoint a
special Committee to deal with the questions | raised.
On 22nd March the Committee met and drew up
the outlines of a plan, as the result of which the Prime
Minister wrote me the following letter :—

" 10, Downing Street,
Whitehall, SW.

22nd March, 1915.
My dear Chancellor of the Exchequer,

In reference to the discussions of this afternoon,
and the conclusions to which we came, | wish to
Munitions Submit to you one or two supplementary
of War  observations.

Commlgte%e, (1) | think, on reflection, that the
Sﬁ?ﬁg” " scheme as awhole is on right lines.
Ministers (2) It is essentid to its working that
|etter Kitchener should be brought in.

(3) As regards the composition of the proposed
Committee, | am disposed to think that (on the
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political side) in addition to yourself and A.J.B. you
should have aworking financier, such as Montagu.
(4) That given your two (more or less capable)
business men, say Grant and Arthur Pease (as to
both of whom 1 hope you will make further
enquiries), you ought to have—in what Balfour
calls a sesson—two representatives of the Admiralty
and War Office. The Admiralty men might be
Black and perhaps Hopwood. The War Office, von
Donop and Sir Charles Harris (the latter a man of
really high quality). You might tell mewhat you
think of these suggestions at or after the Cabinet.
Yours always,

(Signed) H. H. A."

But on the 25th March, Lord Kitchener wrote
to him, requiring that the Committee should be
subject to a variety of strict limitations ;
Kitchener's It must not interfere in any way with any
objections  of the regular armament firms, nor must
it place any contracts with any firms who
were already doing any contracting or sub-contracting
for the War Office ; nor make any use of labour from
any firms which might in future be registered at the
War Office as possible sources of supply of war
material. It was, in short, to be a quite powerless
body, which would act as an adviser to the War
Office—all pertinent and serviceable advice being
rejected in advance, as a condition precedent to the
acceptance of the Committee.
Mr. Balfour, to whom this letter was shown, wrote
me —

.| cannot help suspecting that K. has only
an imperfect grasp of the problem with which he
has been faced for seven months.
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| do not believe you will get ©forrader' by
correspondence.. The only thing is to talk it over
with K. directly, although | know how difficult it
is to make this operation a success. . . ."

But no discussion was successful in inducing the
Secretary of State for War to agree that this
Committee should have really effective executive
powers. Its constitution was in the main that of an
advisory body. The conversations which led to this
lame conclusion occupied three weeks.  In the course
of these discussions a very trenchant memorandum
was put in by the late Mr. Edwin Montagu, a man of
exceptional insight and grasp of realities. This
memorandum is worth reading as a contemporaneous
statement of the difficulties experienced in dealing
with the War Office :—

" The Prime Minister.

The Chancellor of the Exchequer, Mr. Balfour
and | are going to se von Donop and Booth this
afternoon, but | want to put once again,

Montagu's in a nutshell, the position as | seit.
memorandum You can have alternatively in con-
templation two Committees or kinds of
Committee. On the one hand you may leave
Lord Kitchener directly responsible for the supply
of munitions of war, working through the agency
of the various men he collects for the purpose.
Y ou can have all the contracts, all the opportunities
for resource, initiative energy and large view
concentrated through von Donop and an over-
worked Secretary of State who admits again and
again that he is incompetent by reason of his lack
of knowledge of English conditions. If you do
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this, Lord Kitchener will welcome a Committee
to tell him when he is wrong. Neither he nor his
subordinates will be under any necessity to accept
the advice of the Committee, the Committee will
have no responsibility and will, I do not hesitate
to say, suffer the same fate as your Cabinet
Committee of last September. You can appoint
such a Committee but | am quite certain it will not
lead to the production of any new munitions of
war and you will not find the Chancellor of the
Exchequer or Mr. Balfour or anybody who does
not wish to waste his time serving on such a
Committee.

It is not for me to suggest any explanation of the
War Office's . . . continued, bigoted, prejudiced
reluctance to buy rifles or to increase the munitions
of war, but that the solution of the suggestion
above is most unsatisfactory can be supported by
the evidence that :—

(1) Lord Kitchener, as he says, knows nothing
about the problem.

(2) Lord Kitchener is overworked.

(3) Lord Kitchener admits that it would have
been better to take the advice (and he did not take
it) of the Committee in September.

(4) Lord Kitchener views with complete
complacency figures which mean nothing unless
labour is obtained, looks with complete satisfaction
at machinery provided at Government expense
which is idle because there is no labour, and works
quite happily to a maximum of 350,000 shells a
month, a maximum not yet by any means in sight.
Ifyou assume that an Army Corps wants 100 guns
and each gun wants 17 shells per day, that shows a
requirement of 1,700 shells per day per Army Corps,
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or 51,000 shells per Army Corps per month,
which means that 350,000 will supply shell for seven
Army Corps and we are talking of an Army of one
million men.

On the other hand you can have a Committee
which will be responsible and take the blame for
any shortage of munitions of war from this time
forward, which will try to infuse new life into von
Donop, Lord Kitchener having failed, which will
be responsible directly, under whatever scheme of
devolution it may work, for all Army contracts for
munitions of war in the future. There need be no
necessity for strict terms of reference, for Lord
Kitchener can rest secure that the members of the
Committee have no motive but to increase the
supply of munitions of war. All that it requires
is an assurance that the War Office will not continue
to bonnet it, to hoodwink it and to neglect its advice
and to conduct its own business independently of
the Committee. The Committee wants not only
existence but power. It wants the surrender by
Kitchener of this part of his activities and he will be
represented on it by Baker, von Donop and Booth.
This Committee Kitchener will not have. That
he will not have it is evidenced by his continued
objections and his repeated attempts to forestall
its appointment. In a private letter to you | am
sure you will forgive mein describing asimpertinent
to you his treatment of the suggestions you made
for the working of the Committee, for he accepted
them when you sent them across after they had been
approved by the Chancellor of the Exchequer and
then inserted words in putting them into his own
document which made them quite usdess for the
purpose you and the Chancellor of the Exchequer
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had in mind. You stipulated that the Committee
should concur in all new contracts ; he made you
stipulate that the Committee should concur in all
new contracts which the Committee placed. This
IS making a meaningless farce out of a practical
suggestion.

Therefore it really seems to me that there is a
difference of principle which cannot be bridged
except by you. The responsibility is now yours.
George's view or Kitchener's must prevail. If
you take thefirst alternative above, very well then,
the project fails and Kitchener jstews Jthe British
Army in his own juice. If you take the second
alternative, Kitchener is relieved of responsibility,
which falls on George and Balfour (and as an
accidental result George negotiates in his own way
with the men working on munitions of war). |
submit most respectfully that the situation is
serious, that delay does not improve it, that if you
think the situation is as satisfactory as it can be, if
Kitchener has his way, then | say no more. If
you think that the situation demands that George's
suggestion should be carried out, then you must
impose your will on Kitchener, for | am certain
that there can be no accommodation of this vital
difference of principle except by the surrender of
one or the other to your wishes."

In the event the Prime Minister sems to have
iecided on a compromise which turned out to be
juite unworkable. The first meeting of the Com-
nittee was held on 12th April, 1915, three weeks
ifter the War Council had decided to appoint it as
1 matter of extreme urgency. There werein all five
urther meetings between that date and 13th May.
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With the reconstruction of the Government and the
formation of the Ministry of Munitions at the end
of May, its functions were taken over by that new
Department.

Five days before its first meeting Lord Kitchener
had constituted at the War Office an " Armaments

Output Committee " with the help of Mr.
Armaments  Gegrge M. Booth, of the Booth firm of
Output .
Commitiee  ENQINEErs. It was he who became known

as the " man of push and go," with the
ostensible function of securing labour for the estab-
lished armament firms, which had been subsidised
considerably to extend their works, and were finding
difficulty in staffing the extensions.

This Armaments Output Committee became
informally, though not technically, subordinate to the
Munitions of War Committee, and from the outset
Mr. Booth consulted with me as to the steps he was
proposing to take to organise labour in different areas
for munition production.

With the work of the Munitions of War Committee
it is hardly necessary to deal here in much detail. It
Hindrances to W8S given, by the Prime Minister, terms
efficiencyof ~ Of reference that nominally empowered it
Munitions to take all steps necessary for the purpose
Committee  of ensuring the promptest and most
efficient application of all the available productive
resources of the country to the manufacture and
supply of munitions of war for the Navy and Army.
Actually it was doomed to futility, first by the extreme
reluctance of the War Office to supply it with
information which was essentia to the proper discharge
of its duties, and ultimately by the blank refusal of
the War Office to relinquish to it the task of
organising munition production. The first difficulty is



THE FIGHT FOR MUNITIONS 187

referred to by Mr. Balfour in anote he sent to the
Committee.

" The War Office have a natural objection to
stating the number of men they propose to put in
the field on any particular date, and probably the
Committee would be reluctant to press them upon
such points of policy. This reticence, however,
makes it extremely difficult to draw up trustworthy
statistical estimates of the amount of munitions of
war that will be required at different dates."

But it was historically of importance because its
setting-up marked the clear recognition by the Govern-
ment that the War Office and Admiralty could
not be expected to carry out in addition to their
other duties a task so vast as the supply of munitions
in war-time had become ; and thus it proved
a stepping-stone to the creation of a Ministry of
Munitions.

The original members of the Committee were
myself, as its chairman, supported by Mr. Balfour,
Mr. Edwin Montagu, Mr. George Booth, and Mr.
Arthur Henderson, together with General von Donop
and Mr. Harold Baker from the War Office, and Sir
Frederick Black and Admiral Tudor from the
Admiralty. Sir H. Llewellyn Smith from the Board
of Trade was co-opted at the first meeting, and Sir
Percy Girouard on 26th April.

Among the tasks which this Committee undertook

was the carrying out by means of a
Work of deputation to France of a further and
theCommittee more detailed survey of the way in which
the French were organising their munition
production, and the adoption of a scheme prepared
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for its consideration by Sir Percy Girouard, for
theregional organisation of munitionfirms.

It is significant that at the last meeting held by the
Munitions of War Committee, on 13th May, the first
business considered was a memorandum prepared by
Mr. Balfour in which he pointed out that there were
not enough field-guns to supply the divisions then
being sent out, and that even for the guns they had,
there would be only half the necessary ammunition in
June and less than half in July.

5. THE GREAT SHELL SCANDAL

But although the munition shortage with which
we were faced in the spring of 1915 covered all or
most branches of war material, the most pressing
need in thefield was for shellsfor our artillery.

On 31st December, 1914, Sir John French had
informed the War Office, on the basis of his experience

during thefirst five months of war, what
Sr Johin his requirements in the way of shells
French's . . .
requirements Would be in order to maintain the regular

defence of the front and the exceptional
expenditure necessitated by special attacks. For the
principal artillery of his forces—the 18-pounders, the
4.5-inch howitzers and the 4.7-inch field-guns—he
laid down his requirements as :—

50 rounds per gun per day for the 18-pdrs.

40 ., . o v w4 45-in
25 . o e A'T-in

The number of rounds per gun per day actually
supplied to him for these weapons, month by month,
were ‘—
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Month 18-pdr. 4.5-in. 4.7-in.
1914 Nov. g9 6.8 10.8
Dec. 6.0 4.6 76

Actual supplies
sentby 1915 Jan. 49 4.2 7.6
e ofes Feb. 53 65 53

Mar. 86 65 53
Apr. 10.6 8.2 4.2

May 11.0 6.1 43

These figures require no comment from me. They
speak for themselves. The consequences of this
deficiency were tragic for the troops who had to hold
the line during these months. Throughout those
months our men were being battered by the Germans
without any effective means of retaliation. Retalia-
tion meant protection. The Germans would have
hesitated to open fire on our trenches had they known
we could return shell for shell. But they knew too
well that they could rain explosives on our poor
fellows with practical impunity. And when we
attacked, our advance was not supported by adequate
artillery preparation or counter-battery work, and
our men were held up by unbroken wire and there
slaughtered by machine-guns.  This calamity was
due to the utter inadequacy of the preliminary bom-
bardment. It was not the fault of our artillery ;
their guns were not heavy enough and their shell
supply for heavy and light guns was not only painfully
inadequate but inappropriate to the task, for it was
mostly shrapnel.

On 21st December, 1914, | stated in the House of
Commons : " What we stint in material, we sguander
in life; that is the one great lesson of munitions.”
The truth of that statement was brought home to us
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in the following months, when our men were left
without any means of replying effectively to the
German fire.
| have already shown how Sir John French con-
stantly called for more munitions at the end of 1914.
He continued to send urgent messages for greater
support. When the battle of Neuve-Chapelle had
been in progress three days, Sir John
Neuve- French had to wire to Lord Kitchener on
Chapelle  the 13th March, 1915 :—

" Cessation of the forward movement is neces
sitated to-day by the fatigue of the troops, and above
all by the want of ammunition. If we are to obtain
results of value, we must have all possible support
in men and ammunition from home."

On the 16th March he wired :—

" The supply has fallen short, especialy in
18-pounder and 4.5-inch, of what | was led to
expect and | am, therefore, compelled to abandon
further offensive operations until sufficient reserves
are accumulated.”

And in a reinforcing telegram of the same date he
added :—

" The delay is really most deplorable. Now is
thetimeto strike. Can nothing be done to expedite
action operations now ? "

Sir John French followed up these telegrams by a
letter to the War Secretary, dated 18th March, in
which he declared that the results of the Army Coun-
cil's efforts to supply him with ammunition had been
" consistently disappointing.”
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" If the supply of ammunition cannot be main-
tained on a considerably increased scale it follows
SrJohn that the offensive efforts of the Army must
Frenches b€ Spasmodic and separated by con-
biter  siderable intervals of time. They cannot
complaint therefore lead to decisive results. . . .

Up to the present time the mud and the shortage
of artillery munition have been the most potent
factors in restricting us to the defensive. But the
weather and the state of the ground have no longer
to be reckoned with as limiting the scope of our
operations.

. | desire to state with all the weight of my
authority as Commander-in-Chief of the British
Army in France, that the object of His Mgesty's
Government cannot be attained unless the supply
of artillery ammunition can be increased sufficiently
to enable the Army to engage in sustained offensive
operations, and | further desire to impress on them
the very serious nature of the effort that it is
necessary to make to achieve this end.”

The War Office reply to this letter complained that
the artillery had used, in the first 16 days of March,
200 to 220 rounds per gun—about 13
war Office  rounds per gun per day ! This included
reply the shells fired at the battle of Neuve-
Chapelle. For this operation shells had
been saved up for weeks. The War Office asked that
" in view of the effects achieved, which appear to have been to
reduce the defence to a dazed and demoralised condition [my
italics] the utmost economy will be made in the
expenditure of ammunition,” and begged that less
ammunition of the heavier natures should be
expended.
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There was an explanation for Lord Kitchener's
abnormal frugality in the matter of shells, apart from
_ the natural bent of his mind. The one
Eﬁ%ﬁgﬁ&?gc’f campaign that had brought him renown
frugality and rank—in fact made him " Lord
K. of K."—was waged on the bass of a
tender for the total cost of the operation, which he
submitted to that most austere of all Chancellors,
Sir Michael Hicks Beach. The latter refused to give
his sanction to operations against the Mahdi without
having a most careful estimate of the cost, and the
expenses were consequently cut down to the lowest
figure. Lord Kitchener undertook to keep within
this estimate” .'nd succeeded in doing so. The for-
midable icellor had won for himself a reputation
by figh every proposal, from whatever quarter it
came which wouldinvolve any additional expenditure.
He looked at every project entirely from that angle.
Sometimes this provoked a combination of all the
spending Departments against the Treasury. There
is a story told of those days which illustrates the
internal conflicts in the Cabinet which were aroused
by this attitude of mind. A Conservative Minister
was asked after a Cabinet meeting whether anything
important had been decided that day. He replied :
" Nothing, except that we gave Hicks Beach the usual
19to 1." Lord Kitchener, knowing the Chancellor's
reputation, very astutely played upon it by contract-
ing with him to run the expedition on the cheap.
Itisacuriousillustration of the way in which Lord
Kitchener's mind worked about these matters, that
just after this battle of Neuve-Chapelle, Kitchener
stalked into the Cabinet with his most military stride,
and with that ominous cast in his eye exaggerated
and emphasised—a sure sign of surging anger—and
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as soon as he sat down he exclaimed in husky tones
charged with suppressed emotion : " Oh, it is terrible
—terrible! "

" Were the casualties very heavy ? " we inquired,
anxiously. " I "m not thinking for the moment about the
His horror ot casualties,” replied Kitchener, " but of all
amount of the shells that were wasted ! * He had
ammunition  jyst been given the actual figures of the
epended  “artillery ammunition fired in the course
of the battle.

Sir John French'sretort to the War Office complaint
(quoted above) about his rate of ammunition expen-
diture, was that he had said nothing about the German
defence being " dazed and demoralised " and that such
impression as had been made on them was due to
the high-explosive shells from our heavier artillery.
He added : " There is no evidence in my possession
to show that the preliminary bombardment of Neuve-
Chapelle was unnecessarily severe. In fact, at two
places it was inadequate, and very heavy losses
resulted. . . . Our loses and the amount of ground
gained are the best indication as to whether the
expenditure of artillery ammunition was on an
unnecessarily extravagant scale."

(The total ground gained by us was equal to about
one square mile in area; and our casualties were
12,892—i.e., 583 officers and 12,309 other ranks.)

Speaking in the House of Lords on 15th March,
1915, on the Second Reading of the Defence of the

Realm (Amendment) Bill, to which |

Kitchener have already referred, Lord Kitchener so
sounds a i i i
warning note 1@ departed from his habitual reticence

as to state : —

" The work of supplying and equipping new
voL. 1 M
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Armies depends largely on our ability to obtain the
war material required. . . , Notwithstanding these
efforts to meet our requirements, we have unfor-
tunately found that the output is not only not equal
to our necessities but does not fulfil our expectations,
for a very large number of our orders have not been
completed by the dates on which they were
promised.

The progress in equipping our new Armies and
aso in supplying the necessary war material for our
forces in the field has been seriously hampered by
the failure to obtain sufficient labour and by delays
in the production of the necessary plant. . . ."

This open admission by Lord Kitchener of the
serious nature of the munitions situation created some
uneasiness in the public mind, and considerably
helped the negotiations in which | was engaged
during the next few days with the representatives of
the Trade Unions, to arrange for the prevention of
strikes and lock-outs in establishments engaged on
war work, and for the dilution of labour by the
introduction of unskilled workers—negotiationswhich
resulted in the " Treasury Agreement” on this
matter, of which | give an account later on.

For the next few weeks there was a comparative
lull in the reports about munition shortage. No very
False big operations were undertaken on the
impressions of British Front in France, and possibly the
improved fact that we were at the time engaged in
situation negotiations with Italy, with a view to
her intervention in the War on our side, made the
military authorities chary of allowing any fresh details
of our munition difficultiesto leak out.

The illusion that things were going well in this
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respect was heightened by a letter which Lord
Kitchener wrote to Mr. Asquith on 14th April, in the
following terms :—
" War Office,
April 14, 1915.
My dear Prime Minister,

| have had a talk with French. He told me |
could let you know that with the present supply of
ammunition he will have as much as his troops will
be able to use on the next forward movement.™

On the strength of this assurance, the Prime
Minister delivered on 20th A pril hisfamous Newcastle
gpeech, in which he declared that there
NM;A-IC:;ﬁeU“h'S was no truth in the statement that our
speech Army or that of our Allies were being
crippled or hampered by our failure to
supply the necessary ammunition ; and that it was
neither true nor fair to suggest that there had been
anything in the nature of a general dackness in the
armaments industry on the part of either employers
or employed.

On the following day | had to take part in a
debate on munitions in the House of Commons, and
in the course of my speech | gave full credit to the
War Office for their actual achievements, and stressed
the magnitude of the task with which they had been
confronted. The telegrams from the front complain-
ing of the shell shortage were not communicated to the
Cabinet. | have no knowledge as to whether the
Prime Minister saw them. Lord Kitchener had given
me his assurances as to the present adequacy of the
Army's equipment, and on the strength of such infor-
mation as was given me by the War Office | put up
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the best defence | could for the shortage, | was
anxious to conciliate the War Office and carry it
along with usin the efforts we were making to increase
the munitions supply. | knew this could not be done
without persuading those who were in supreme
control to depart from traditional ideas and practices,
and | was at that time doing my best to convince
them. | therefore dwelt in my speech in the House
rather on their achievements than on their
My speech in  shortcomings. | pointed to the fact that
theHouse  whereas we had only promised the French
six divisions we had already put six times

as many in the field. " That was the problem which
confronted the War Office, and which they had to
facee. | do not say that they could not have
done more, but | want the House of Commons
to know what has actually been done by the War
Office."

| passed on to make a brief reference to some of
the difficulties we were experiencing : drink, short
time, trade union restrictions; and to the efforts which
were being made by the Munitions of War Committee
and the Armaments Output Committee to cope with
these matters.

| ended on a note of optimism, based on my
confidence that there was nothing in the problem
confronting us which our nation was incapable of
meeting and overcoming. But | was in fact far from
optimistic about the progress we were making at the
time, though to have given public expression to my
views would at that moment probably have done
more harm than good, in view of the diplomatic
situation in reference to Italy.

The Opposition drew attention to the discrepancy
between what Mr. Asquith had said at Newcastle on
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the previous day and Lord Kitchener's statement
five weeks previously in the House of Lords, about
the output of ammunition being equal neither
to our expectations nor to our necessities. They
put in a plea for more information as to the
situation and for better co-ordination of effort in
the production of ammunition, with which latter
recommendation | expressed myself in my speech asin
full agreement.

It must, | think, be accepted that Lord Kitchener
had somehow misunderstood what French said to
him about the adequacy of the shell supply in France.
Certainly the statement, expanded emphatically as
it was by Mr. Asquith at Newcastle, received a
prompt and dramatic refutation only two days later,

when the Germans opened a fresh offen-
Gas at siveat Y pres, withthenew and added horror
Ypres of the first gas attack ; for our army found

itself deplorably deficient in artillery
ammunition with which to extricate the doomed
infantry from the death-cloud that was annihilating
them.

The introduction of gas gave fresh emphasis to the
lesson that the technical side of this war was supremely
important. It was a method of fighting which we
were not ready to employ ; we were, therefore, not
prepared to meet such an attack. A feeling of anger
and horror ran through the whole nation. The main
criticism we had to face was the fact that no pre-
parations whatever had been made to protect our
men against this deadly weapon, although we had
received through French sources more than one
warning—on 30th March and 15th April—that the
Germans were reported to be preparing this new
method of attack, and on 17th April, five days before
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they themselves used it, the Germans published the
false charge that the British had been using shells and
bombs with asphyxiating gas. That was obviously
designed as a defence in advance for the use they were
proposing to make of this cruel weapon of war. |
may add that the French, though warned before
ourselves, were equally unprepared.
Rough-and-ready methods of protecting troops
against the chlorine fumes were improvised by the
officers at the front, and at home Lord Kitchener
took a deep personal interest in the providing of
appliances for anti-gas defence, which were promptly
put in hand by the War Office ; but the episode added
to the growing public anxiety asto our unpreparedness
to cope with afoe that had at his disposal the resources
of science directed by a skilled and highly organised
industrialism, and who was resolved to make the
most ruthless use of all his advantages.
The serious breach which had been made by this
weapon in our front induced the Army Commanders
to attempt a counter-attack at Festubert

Fesubert:  on 9th May, in an effort to relieve the
French's
account pressure on the troops at Ypres. In

his book " 1914 " SirJohn French wrote
of thisbattle :—

" After all our demands, less than 8 per cent, of
our shells were high explosive, and we had only
sufficient supply for about 40 minutes of artillery
preparation for this attack.  On the tower of a
ruined church | spent several hours in close
observation of the operations. Nothing since the
battle of the Aisne had ever impressed me so deeply
with the terrible shortage of artillery and ammunition
as did the events of that day. As | watched the
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Aubers Ridge, | clearly saw the great inequality
of the artillery duels, and, as attack after attack
failed, | could se that the absence of sufficient
artillery support was doubling and trebling our
lossessinmen,”

Our loses at this battle were very heavy—gains
there were none.

Three days after this battle started | received an
unexpected visit from two gentlemen—one being

Sir John French's secretary, Brinsley
A deputation  Fitzgerald, and the other one of his
fromG.H.d. A.D.C.'s, Captain F. Guest. They had

been sent pver by the Commander-in-
Chiefto lay before Mr. Balfour, Mr. Bonar Law, and
myself certain facts and documents referring to the
shortage of ammunition. They had with them
copies of correspondence and a memorandum by Sir
John French, emphasising the need for high-explosive
shell and containing a demand for a monthly supply
of gun ammunition to be furnished within the next
three months. The Commander-in-Chief was tired
of remonstrances to the War Office which produced
nothing but counter-remonstrances, so he decided
to appeal over their heads to leading politicians and
Press men. Thiswas the first communication on the
shell question that | had received from the Com-
mander-in- Chief.

Sir John has since stated that the reason why he
selected me to be a recipient of his complaint was
because | had always shown a specia interest in the
subject. As part of his campaign to expose what he
considered a dangerous situation, he aso furnished
information and gave his views to the Military
Correspondent of The Times, and on 14th May there
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appeared a report from him in that paper, under the

headlines: " NEED FOR SHELLS : BRITISH ATTACKS

CHECKED : LIMITED SUPPLY THE CAUSE."
As this report is practically an epitome of the

information communicated to me by Sir John French's

emissaries, | quote the foll owing passages—
The Times
S oaee " The results of our attacks on Sunday
last in the districts of Fromelles and

Richeburg were disappointing. We found the
enemy much more strongly posted than we expected.
We had not sufficient high explosive to level his
parapets to the ground after the French practice,
and when our infantry gallantly stormed the
trenches, as they did in both attacks, they found
a garrison undismayed, many entanglements still
intact, and Maxims on all sdes ready to pour in
streams of bullets. We could not maintain ourselves
in the trenches won, and our reserves were not
thrown in because the conditions for success in an
assault were not present.

The attacks were well planned and valiantly
conducted. The infantry did splendidly, but
the conditions were too hard.  The want of an
unlimited supply of high explosive was a fatal bar to our
SUCCESS, . . .

The value of the German troops in the attack
has greatly deteriorated, and we can deal easily
withthemintheopen. Butuntil wearethoroughly
equipped for this trench warfare, we attack under
grave disadvantages. . . .

To break this hard crust we need more high
explosives, more heavy howitzers, and more men.
This speciad form of warfare has no precedent in
history.
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It is certain that we can smash the German
crust if we have the means. So the means we must
have, and as quickly as possible.”

This article created very considerable public anxiety
and consternation. It was the first time the public
had ever been so plainly told from the
Public army front how serious was the munition
consternation  shortage ; and | may add that the visit
of Sir John French's representatives
similarly gave me my first clear and authoritative
information as to the full gravity of the position. As
| have said, the Cabinet had not been shown the
Commander-in-Chief's frequent telegrams on the
subject, and we had been compelled to form our
opinions on the bass of general statements, rumours,
and a common-sense interpretation of the facts known
to us. Although | had taken an active interest in
increasing the output of munitions and had assisted
the War Office by every means at my disposal to
achieve this aim, all vital telegrams from the front
on the subject of the shell shortage had been withheld
from me, even when | was Chairman of the Committee
appointed by the Prime Minister to consider the
munition question.

Now, however, it was clear that after eight months
we were still fatally short of munitions for the kind
of war in which we were entangled. An even graver
trouble was that as far as | could see there was no
prospect of our getting an adequate supply with the
present methods of organisation. The unavailing
sacrifice of the lives of our men would continue, the
War would be prolonged, and ultimate victory would
be jeopardised, unless someone took the matter in
hand.
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So strongly did | feel on the subject that | addressed
thefollowing letter to Mr. Asquith :—

"May 19th, 1915.

My dear Prime Minister,

Certain facts have been brought to my notice

on the question of munitions which | have felt
bound to call your attention to. | write

My'ﬁtstgfjitt%to you inasmuch as my appointment as

Of*'9|5|*5Cha|rrr_1an of the Munitions Committee
came direct from you.

In order properly to discharge our functions
as a Committee it was essential that all information
as to the character of the explosive most urgently
needed and the present supply available should be
afforded to us. | am now informed, on what
appears to be reliable information :—

(1) That in order to attack highly developed
trenches protected by barbed-wire entanglements,

shrapnel is usdess, and high-explosive
meidfor shells indispensable ;

ex%msive (2) That those who are responsible

for conducting operations at the front
have for months impressed this fact upon the

War Office, and asked in the first instance that

25 per cent, of the shells sent to France should

be high explosive, and that afterwards this

percentage was increased to 50 per cent. ;

(3 That notwithstanding these urgent
representations, the percentage of high-explosive
shell provided for the 18-pounders has never
exceeded 8 per cent. ; that when the great
combined attack to break through the German
lines was made by the French and British armies
last Sunday week, the French prepared the
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attack with an overwhelming bombardment of
high explosive which utterly demolished the
German trenches and barbed-wire entangle-
ments, thus enabling the French to penetrate the
German lines for four miles without any excessive
loss of life. In spite of the fact that the French
spent their high-explosive munitions lavishly,
they have still in reserve hundreds of thousands
of shells of the same kind for the purpose of
continuing their operations. On the other hand,
our armies had less than 45,000 high-explosive
shells in all. Of these about 18,000 were
18-pounders. They therefore had to rely on
shrapnel, so that when our troops advanced to
the attack the German fortifications were barely
pockmarked. @ The Germans rose in their
trenches and mocked at our advancing troops,
and then calmly mowed them down in thousands.
The Germans themselves have barely lost 200
men.

| am also told that the attack on Saturday last
had to be made by night—a risky operation—
because of the deficienciesin high-explosive shell,
and that after the battle there were not more than
2,000 high-explosive shells left for all our guns.

(4) That afull report on ammunition was sent
to the War Office weeks ago from Headquarters
in France, and that later on another report on guns
was sent. Neither of these reports has ever been
shown to the Munitions Committee, and | gather
they have not been seen by you.

If these facts are approximately correct, |
hesitate to think what action the public would
insist on if they were known. But it is quite clear
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that the proceedings of a Munitions Committee
from which vital information of this character
Munitions of 1S Withheld must be a farce. | cannot,
war Com- therefore, continue to preside over it
mitteekeptin ynder such conditions. It is now eight
'gnorance  months since | ventured to call the attention of
the Cabinet to the importance of mobilising all our
engineering resources for the production of munitions
and equipments of war.  In October of last year |
brought a full report from France showing how
the French Ministry for War had coped with the
difficulty. The Cabinet at that date decided
that the same course should be pursued here,
and a Cabinet Committee was st up for that
purpose. We met at the War Office, and it was
there agreed, with the Secretary of State in the
chair, that steps of that kind should be taken in
this country. /regret to say after some inquiry that
action on those lines has not been taken even to this hour
except at Leeds.

A Cabinet Committee cannot have executive
power ; it can only advise and recommend. It is
for the department to act. They have not done
s0, and all the horribleloss of life which has occurred
in consequence of the lack of high-explosive shell is
the result.

Private firms cannot turn out shrapnel because
of the complicated character of the shell ; but the
testimony is unanimous that the high explosive is
a simple shell and that any engineering concern
could easily produce it. That has been the
experience of France.

Ever sincerely,
D. LLOYD GEORGE.*
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This letter played its part—an important one—
in the course of events which led to the reconstruction
of the Government by the formation of the first
Coalition—a matter with which | deal in more detail
elsewhere in this narrative.

Lord Northcliffe (who at that time owned The
Times as well as the Daily Mail) was personally

A responsible for the publication by The
Northdliffe  Times of the dispatch from its Military
attacks .
Kitchener Correspondent, Colonel Repington.

Lord Northcliffe had for some time been
receiving an unending stream of letters and statements
from men at the front about the shell shortage, but
all efforts to give publicity to these complaints had been
diligently blacked out of his proofs by the Censor. He
was not content with the news that the Ministry was to
be reconstructed. He attributed the blame for the shell
shortage to Lord Kitchener, and he resolved to drive
him out of office if he possibly could. On hearing that
he would be retained in the reconstructed Ministry,
he came out on 21st May with an article in the Daily
Mail with a headline that ran: " THE SHELLS
SCANDAL : LORD KITCHENER'S TRAGIC BLUNDER."

The Daily Mail and The Times were solemnly

burned on the Stock Exchange that afternoon. But

the campaign for more shells went on.
Bishop Furscs ON 25th May The Times published a
letter letter from Bishop Furse, at that time

Bishop of Pretoria, now Bishop of St.
Albans, who had just returned from a visit to the
Front. Thefollowing extracts from his letter give some
picture of the situation which the Bishop had found :—

" ... When battalion after battalion of infantry
—and, as was recendy the case in the Ypres salient,
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regiment after regiment of cavalry, too—have to
sit in trenches day after day, night after night, being
pounded by high explosives from enemy guns, with
no guns behind them capable of keeping down the
enemy's fire, then the conclusion they draw is
obvious—namely, that the nation has failed to
provide sufficient guns or ammunition to meet
those of the enemy.

When, night after night and day after day,
the men in the trenches know that for every one
hand grenade or rifle grenade or trench mortar
bomb which they throw at the enemy they will get
back in answer anything from five to ten, then the.
conclusion they draw is aso obvious—namely,
that the nation does not somehow realise the
situation, or, if it does, has not made it its busness
to supply what is necessary. . . . They know that
it is little short of murder for a nation to ask men,
however full of the right spirit, to face an enemy
amply equipped with big guns and the right kind
of ammunition, unless they are at least equipped
with equally effective munitions of war.

There can only be one impression left on the
minds of men in such a case, and that is that
somehow or other the nation does not know the
truth, does not understand, and is not backing
them, for, knowing the old country as they do, they
have no doubt that if Germany can produce these
things we can, if we will.

An officer home from the front stated in the
Northwich Chronicle of 22nd May, 1915 :—

" ... People at home do not appear to redlise
how critical the position is out here. . . . The
Germans have still unlimited supplies of munitions.



THE FIGHT FOR MUNITIONS 207

. . Youcan rub itin about our need for men and
munitions of war. | am sorry to say that in the
ten days battle about Ypres our men suffered
heavily owing to lack of ammunition. The
Germans poured shells into our lines. :
For our men it was a terrible time, while the
Germans shelled us heavily and we, owing to
shortage of ammunition, could not reply effectively.
It is up to everybody at home to realise what such
a situation means, and for people to understand
that successful war cannot be waged without
enormous supplies being available on the spot.”

The two foregoing extracts represent the point of
view of an onlooker and of a man in the trenches. |
Letter from  Will quote, as the view of the man behind
Capt. Fitz  the guns an extract from a striking letter
Herbert written to me at the time by Captain H.
wright, M.P. £it7Herbert Wright, M.P. for Leominster,
who was serving as an artillery officer on the Western
Front. The address on his letter was " Belgium,
29/5/15." He said :—

. 1 rejoined the 4th North Midland Brigade
(Howitzer) on the outbreak of the War and have
been serving out here for nearly 13 weeks as a
Captain and Officer Commanding the Ammunition
Column. ... As O.C. Amm. Col., all the shells
fired by my brigade pass through my hands. We
have been attached to two divisions—the 4th and
the 46th, both in the 2nd Army. When we first
got into the firing line in the first week of March
we were allowed 20 rounds per gun per day : 80
rounds per day per battery. We have been in action
throughout. Our allowance is now two rounds
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per gun per day, or eight rounds per battery per day.
It isn't that our fellows have made bad practice,
or that there are not any targets suitable for our
50-pound lyddite shells. General Smith-Dorrien has
publicly and privately given us the highest praise
for the accuracy and effectiveness of our fire, and
our fellows are made much of by all the infantry
over whom they have fired ; and, as to targets,
we daily se the German trenches, and works
growing and growing, simply asking to be pounded.
| have to-day returned from having a week with
our 1¢ Battery, spent mainly in an observation
station, and | spesk of what | have seen. The
battery commanders in our Brigade, the Q,.F.
brigades, the R.H.A. and the Heavy are now not
allowed to fire except by order of the General
even one round.

The R.H.A. adjutant told me he had to send 1,500
rounds down to the 1s Army for the recent fighting
down South, and he had now an empty park and
column ; one of the officers of the Heavies told
me his park and column are at this moment empty
(4.7-inch shells) and he may not fireeven in the event
of an attack without express orders. My batteries
in 12 weeks have averaged a little over 60 rounds
per battery a week. Naturally, | don't know
the reason, but | suspect, and we all suspect, that
there are no shells for us. Anyhow, here we are
inviting attack, seeing the enemy firing daily 20 or
30 rounds into our lines to our one into theirs.
We don't know or care who is to blame ; we only
know that we are being starved to death for want
of shells, and our infantry fated daily to a more and
more terrible task if an attack either by the Germans
or oursdves takes place in our zone. | know
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nothing of other zones except by hearsay. We
want to be fed ; soldiers do not live by bread
alone. . . .

Nor is that all ; we are outclassed in guns,
number and quality ; we are outranged ; | am
not now speaking of our Brigade, but generally.
So far as our Brigade is concerned, our guns were
pretty old in South Africa, and are, therefore,
gettinginto yearsnow. Theb-inch Howitzer never
should have come out here. | raised this matter
last September through Talbot and tried to get
the 4.5-inch Howitzer, the Regular gun, but got the
answer direct from W.O. that it was impossible as
there were none, and. the output of guns hadn't
yet overtaken the wastage. However, we are
doing our best and, having had good positions wel|
concealed, at short ranges have, as | already quoted,
done well. If we got into the open or had to
shoot at anything over 3,500 yards we should be of f
the map in five minutes. We fire one round a
minute, and the shell takes 20 seconds to go the
distance. A q.f. at from 10 to 15 rounds a minute
would find us easy victims.

Nor is that all : outclassed in guns; little or
no ammunition ; that sums up the Artillery part
of the show, except to say that much of the shells
we have are shrapnel—that does not apply to my
Brigade, which has only lyddite—which is less
useful than rain, not being wet, against the German
trenches.

Now for the infantry—and more magnificent
infantry will never be seen. In our division there
are two machine-guns per battalion. The Germans
have 16 ; our Regulars have six or eight ; in our
Division we have two trench mortars on a front

VOL. | N
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of not less than three miles; the Germans have
them at frequent intervals all along; our hand
grenades are in many casess " hand "-made and
truly " hand" grenades; a few are thrown and
the Germans promptly answer with 50-pound bombs.
We call that showing our superiority. | suppose
of courage—certainly not of equipment. Our
lights are ridiculous beside the German lights
... we do not use gas. Personaly, | hope we
shan't have to, though if it is true that our air
reconnaissance reports that what were supposed
to be light railways coming up their lines are in
reality 18-inch pipes conjectured to be used for gas
on a large scale, it is probable we shall never have
the chance, even if we want to.

Now are these facts anything for England, the
richest country in the world or nearly, anything
to be proud of? Are they not a matter rather
for sackcloth and ashes ?

If we get ammunition we can hold on, though
the poor infantry will go on getting cut to pieces.
If we get plenty of ammunition we can go ahead.
| suppose you know that the Artists, now atraining
corps for officers, reoices in the name of the
Suicides Club—magnificent, cheery fellows?
Where is the responsibility for that name being
more thanjustified by the casualty lists ?

Never mind where is the responsibility ; get
the mess cleared up. Y ou have the pluck and go
of ten. More power to you !

| hope | haven't by any fault of diction or
over-emphasis led you to think | am exaggerating.
| am but dotting the ' i's' and crossing the ' t's' of the
Bishop's letter. He and | are old friends since the
Eton days. "
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| have in my possesson a bundle of letters, blue-
pencilled by the censor or stamped by him "NOT
Censored TO BE PUBLISHED " which were sent to

Utters: me by Northcliffe about this time to show
Tom Clarké's me the sort of reports he was receiving
account from France, but was not allowed to

print. The circumstances in which these came to
me from him are described as follows by Tom Clarke
in his interesting book, " My Northcliffe Diary " :—

" May 25, 1915: Severa stories from officers
at the front supporting Northcliffe's allegation re
shell shortage having been refused publication by
the censors at the Press Bureau, the Chief has given
instructions that we must not submit them to the
Censor. When it was pointed out that we might
be trapped on a technical point, he said, ' | have
been threatened so much in the past few weeks
that 1 do not mind now. Send all these censored
proofs to LIoyd George and Curzon. They know
the truth, and it will let them see how the Press
Bureau is keeping it back." "

Here are afew specimens culled from this collection
of appeals and complaints :—

" We had some artillery officers to mess the
other evening, and they were very worried. They
had had orders from General Head-

f'rzé‘rgads quarters to fire only a certain number of
theletters Shells a day and their requests for supplies
were always avoided by some excuse. !

" ... We have just to sit tight in the trenches
while the German high explosives batter them to
bits, and the main part of our casualties in the

16-hour bombardment which | described in the
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last letter were from this cause. . . . Out of our
company of from 150 to 200 men only 13 came out
of the trenches after the last attack.”

" ... It makes your heart break to se those
men going forward and then held up—one after
another, fighting and struggling, until, wearied
out, they collapse like a wet cloth. And why ?
Because there is not an adequate supply of high
explosives to blow the wire to bits, and let our men
go at the enemy."”

" . | have often heard the wish expressed
that a representative of the manufacturing
population at home might be present in one of our
front trenches to witness the eagerness and anxiety
of officers and men as they watch the enemy's
trench being bombarded preparatory to an assault.
There is not one who does not realise that on the
intensity and volume of that fire his life and all his
chances of success depend. On these occasions
shrapnel gives no confidence to those who have had
alittle experience ; they know that it has as much
effect as one would expect from a handful of gravel
on a German machine-gun emplacement, and they
know that over some 200 yards it is only machine-
guns that can stop them. When the first line has
been destroyed by them (i.e., by German machine-
guns) many of us have seen the second immediately
throw themselves over our parapet to certain and
conscious destruction.

Actually to witness this heroic perseverance
and self-sacrifice of afighting body which in quality
and war experience cannot soon—if ever—be
replaced, and to know that itis all due to the tardy
organisation of the war machinery at home raises
thoughts that cannot be expressed ' in print." "
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Although statements of this nature were banned
by the Censor from the columns of the Press, the facts
they st out were becoming common
Effect on knowledge in every newspaper office, and
public opinion in countless homes throughout the land.
That knowledge doubtless played an
important part in making the country ripe for the
change of Government which was announced on
19th May, when Mr. Asquith, having invited his
fellow-ministers of the Liberal Government to resign
their offices, reconstructed his Ministry as a Coalition
Government, including the leaders of the Conservative
Party.



CHAPTER VI
THE POLITICS OF THE WAR

No nation engaged in a struggle with a redoubtable
foe can afford to dissipate its energies and distract
British its executive by party controversy. The
preoccupation |ast dayS of July, 1914, found the
withlreland  traditional British parties confronting each
inJuly, 1914 gther inthefiercest political conflict waged
since the suppression of the last Jacobite rebellion.
We were faced with the prospect of an internecine
struggle which would have rent the nation into
warring factions such as these islands have not
witnessed since the great Civil Wars. The threatened
uprising of Ulster against the dominion of an Irish
Parliament was not a bluff. The Orange North
would have fought before it submitted. The Curragh
incident, the gun-running in Ulster, followed by the
arming of the South (which was the beginning of the
bloodshed of the six years that followed) ail pointed
towards the possibilities of bloody strife once more
on a political battlefield. Political and religious
issues had not so long ago been referred in these
islands to the arbitrament of the sword. It is never
sofe to say that such things will not happen again.
" The thing that hath been it is that which shaH be,
andthat whichisdoneisdone, isthat which shall bedone,
and there is no new thing under the sun." This
saying, uttered over 2,000 years ago, is being verified

214
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in every generation, and it is never quite wise to
assume that it has exhausted its application to any
branch of human thought or activity. The thinker
and the striker have aways worked in a close
partnership—more or les willing, and less rather
than more understanding.  Unionists who attended
Ulster meetings in England tell me that they never
saw such depths of fierceindignation as that aroused
by the threat of force to subject the Protestants of the
North to the rule of the Catholic South. On the
other hand, | myself never witnessed such an outburst
of ferocious anger as that which was aroused in the
House of Commons when the late M r. John Ward and
Mr. J. H. Thomas denounced the attempt of certain
Army officials to override the constitution by threat-
ening to disobey orders and refusing to carry out laws
of which they disapproved. The North had armed,
the South was arming. What would have happened ?

There was no surety that if bloodshed ensued its
flow could have been confined to Ireland. There are
towns on this side of the Channel where it would have
been difficult to keep the peace amongst the votaries
of warring creedsif their fellow-religionistsin Ireland
on either side were being slain.  Wisdom might have
intervened. But it might not. Mankind was only
too ready for the shedding of blood, as we were to
discover in a few days.

Then there came real war, like a mighty rushing
wind, the struggle not of sects and factions, but of
. nations and continents, and the incipient
é’”ﬁgﬁﬁ?‘j fires of civil war were swept into the
Woldwar  great conflagration.  All the same the
spreading flame of national dissension in

Britain encouraged the warmongers of Germany and

Austria to plunge. England was supposed to be
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temporarily out of the reckoning. Without her
tenacious aid, France and Russia would soon collapse.
The Ulster trouble was an undoubted factor~arL
precipitating the Great War How little the German
rulers knew the temper of the British people! At
the sound of the trumpet they all fell into line and
wheeled against the common danger. There was
not a perceptible break or gap in their ranks. This
coming together of all creeds and sections to face a
national peril was immediately reflected in the House
of Commons. Its mood quickly changed. A few
days before the outbreak of war the Prime Minister
had been howled down by Unionist members excited

beyond the bounds of Parliamentary
Effect in decorum. A little later and the same
theCommons  members were cheering to the rafters

the moving eloquence with which he
called the nation to wage war with all its strength
against the invaders of Belgium. In the course of a
single day angry political passons were silenced and
were followed by thejust wrath which is too deep to
be easily lashed into the frothing fury that so often
churns the shallow waters of party recrimination.
During the autumn and winter of 1914 and the early
spring of 1915 this temper continued in the political
world. Party politicsand party bitterness disappeared.

o In fact, the Liberal Government received
;r;gg;f‘for ihe MoOre unanimous and cordial support
Government _Trom Unionists confronting them than

from the Liberal and Labour benches
behind.

The reasons for this attitude are interesting and
significant, and account to a large extent, if closely
examined, for the political developments of the
next six years. Previous wars in which this country
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had been engaged by no means closed down the
hostilities of parties. They rather stoked political
and personal antagonisms into fiercer enmity. Some
of these wars actually became the dividing line of
parties. The change which took place in 1914 cannot
be explained by the supposition that we are more
patriotic than our ancestors. The Conservative Party
had in recent years become increasingly Germano-
phobe. Rivalry between the two Empires for suprem-
acy on the sees and in the marts of the world accounted
largely for the remarkable swing round in the Con-
servative attitude towards Germany. The Conserva-
tives were far from desiring war anywhere. But
when war with Germany came, there could be no
doubt as to its popularity with Conservatives, Press
_ and rank and file. It was something
EVC;?%@{AWOf many of their most ardent spirits had
Germany ~ hoped for. Othersfeared it wasinevitable
that we should be forced sooner or later to

try conclusions with a Power that seemed to be
preparing to destroy us. So when it came with a
Liberal Government in power it was an auspicious
combination of events of which they had not dreamed.
There was a note of exhilaration in their support of
the War. On the other hand, the Liberals felt the
obligation of honour involved in the Belgian Treaty,
and they promptly if unhappily followed a course
prescribed by the greatest of their leaders in 1870
when he protected Belgium from invasion during the
Franco-Prussian War. So the Conservatives entered
the War with enthusiasm and the Liberals with
reluctant conviction. Conservatives in particular
were well pleased by Mr. Asquith's choice of Lord
Kitchener as War Director inside his Cabinet. Lord
Kitchener had no Party associations ; but if he had
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any leanings they were towards Conservatism. Even
those leanings were inherited prejudices
Influenceof  yather than convictions. The latter he
Kitchener  had neither the time nor the inclination to
acquire during his busy life on duties for
his country in environments far removed from our
Party conflicts. At any rate his appointment to the
War Office was a guarantee of the Government's
intention to prosecute the War vigorously, and that
Party considerations should not enter into its conduct.
His selection for what was practically a War Dictator-
ship gave satisfaction and confidence to the nation
generally and to the Conservative Party in particular.
It undoubtedly had the effect of restraining criticism,
for doubts cast on the War direction implied censure
of Lord Kitchener. For the first few months of the
War his influence was paramount. His very picture
on the walls counted more than all the appeals of all
the political leaders of all parties.
The Liberal Government commanded a working
majority in the House of Commons. It is true it was
dependent for that majority on a Coalition
ThePartiesin Of groups—the Liberal, Nationalist, and
Parliament | gbour groups. The country has been
governed by Coalitions for the greater
part of the last half-century. In the 1914 Parliament
the Conservatives, in fact, constituted the largest
party in the House, but they could not attract the
support of any other section. It followed that the
Liberal Government could not be dismissed except by
dissolution, and that was unthinkable in the agony of
the Great War. It would have been an unspeakable
crime to divide the nation when even united it could
barely be saved from defeat, so formidable was the
foe we had challenged. The Conservatives were led
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by men of high character and capacity whose patriot-
ism was above suspicion—Mr. Bonar Law, Mr.
Balfour, Lord Lansdowne, Sir Edward Carson, and
Lord Gurzon. Such men were much too high minded
to desire electoral victory bought at such a cost to
their country. Liberalswill admit that their actions
throughout the War were dictated by the highest
motives of patriotism and that during that period
they werewillingtosink all Party dealing and rivalries
and maintain their opponents in full possession of
power so long as that power was wielded in the
achievement of victory for their country's banner.
The men of the Army and Navy who at the bidding
of their country were undergoing hardships and facing
death on the sees from Scapa Flow to Coromandel,
and in strange lands from Nieuport to Nineveh, were of
many different political faiths, and there were multi-
tudes whose faith had not yet been cast in any party
3 mould. Men of political parties and unions
zfglgfearin left their badges at home and joined
the Army the new fraternity of sacrifice, and others
whose opinions were unformed and who
were still unattached entered the same comradeship.
They expected—and they had a right to expect
—that their jeopardy should not be increased by the
irrelevant bickerings at home of those men who could
afford toindulgeinuntimely animositieswith complete
immunity to themselves. Diversion and dissipation
of thought and energy in attack or defence in time-
honoured Party quarrels which had no bearing on the
issues of the War (and which could not be dealt with
during the War) would have weakened a front which
had no superfluous strength to spare and intensified
dangers already amost too appalling for human
nature to bear. That is why France with her face all
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wrinkledwith Party lines, displayed the union sacreeto
the eyes of the world, and Britain, also riven with
Party schisms, presented the spectacle of a united
front.

There was an undoubted advantage from the
point of view of national unity in having a Liberal
Advantage of rather than a Tory Government in power
Liberal Governwhen war was declared. There was a
mentinitiatingfurther advantage in having a Govern-
the War ment at the head of affairs which had the
support of Labour. This secured the adhesion of the
great Labour organisations whose action and sym-
pathetic aid was essential to its vigorous prosecution.
Had Labour been hostile the War could not have been
carried on effectively. Had Labour been lukewarm
victory would have been secured with increased and
increasing difficulty. The most prominent and
influential leaders of trade unionism worked for
victory throughout the War. Without their help it
could not have been achieved. But beyond and above
all these considerations, as a factor in the attainment
of national unity, was the circumstance that the War
had been declared by a party which by tradition and
training regarded war with the deepest aversion, and
has more especially since the days of Gladstone,
Cobden and Bright, regarded itself as specially
charged with the promotion of the cause of peace.

The spring of 1915 witnessed a growing change in
the attitude of Parliament. Questions multiplied,
Growin debates became more prolonged, the

g LT
criticism of the almosphere  became more critical, the
Government: note more challenging. Mr. M'Kenna's
g’r'];”g"nggna administration of the Home Office pro-

voked much dissatisfaction, and not
merely on the Unionist benches. His policy towards
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resdents of enemy extraction in this country
was thought to be too protective, too indifferent to
the dangers which might arise from espionage. The
country was all camp and arsenal, and valuable
information for the enemy was visible everywhere
without speering or spying. Mr. M'Kenna's rigid
and fretful answers, though always technically com-
plete, were provocative. Whilst administering the
letter of his trust, he showed too clearly that he had
no sympathy with its spirit. And the nation was
uneasy. Its sons were falling, and information was
undoubtedly getting through from the shores of
Britain which helped the enemy in the slaughter.
Subsequent events proved that intelligence of great
value to the enemy percolated to Germany through
the agency of persons living unmolested in England
under Mr. M'Kenna's indulgent regime. War is a
ruthless business and those who wage it cannot afford
to be too discriminating. The nation was right in
thinking that this was not the time to risk the national
security on glib pedantries. The anxiety of the people
found expression in both Houses of Parliament, and
the challenge, at first friendly quickly became more
insistent and ended on a note of undisguised anger.

Then came the rumours that our gallant troops
were being inadequately provided with ammunition.
Men were falling fast under the continuous bombard-
ment of an enemy well equipped with the most for-
midable guns lavishly provided with an overwhelming
supply of high explosives. Casualties were multiplying

at an alarming rate. Though the figures
Uneasiness  \yere withheld from the public by a
Sortage " prudent War Office there was, as | have
already shown, a growing feeling that our
losses wer e great. With that in the mind of the nation,
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information leaked through as to the helplessness of
our troops under the hammering of the Teutonic
Thor.  The facts were too poignant not to provoke
a cry from those who knew them. The article in The
Times would have forced Parliament to take sharp
cognisance of the lamentable deficiency had not Mr.
Asquith anticipated its intervention by a dramatic
move.



CHAPTER VIII
THE POLITICAL CRISIS IN MAY, 1915

POLITICAL crises never come out of the blue. Clouds
gather in the sky, sometimes from pne quarter, some-
times from many. Suddenly one of those clouds is
black with menace,approaches with surprising
geedy hangs right overhead, and breaks into
angry flashes.
The political crisis of May, 1915, was no exception
to this meteorological rule. It was due to a com-
. bination of faptors which had been at
stTgrer%?Ihermg work for some time. The final addition
Munitions;  of one extra cause for discontent at the
Dardanelles  eyjsting conditions provoked the storm
which swept away the Liberal Government, which
had weathered many tempests. It is not correct to
ascribe the change in government solely, or mainly,
to the shortage of shell for our armies. The general
dissatisfaction with the conduct of the War, of which
there were many symptoms, and of which the cul-
mination was reached in the second half of May, was
not only due to the realisation of the munitions
situation. Other contributing factors were the failure
of the offensive in France, as to which expectations
had been unduly raised ; and disappointment over
the result of the Dardanelles, with a growing feeling
that the expedition was either misconceived or
muddled. The disagreement between the First

223
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Lord of the Admiralty and the First Sea Lord
deepened this feeling.
Underlying the various specific grounds for anxiety
in different directions was a sense of revolt against
the attitude of the Government and what
Government  Was regarded as its leisurely and take-for-
lacksenergy  granted attitude in dealing with vitally
serious matters, matters of life and death
to the whole of the Allies and the British Empire, and
to hundreds of thousands of gallant young men who
had offered their lives to their country. The War
was not being treated either with sufficient seriousness
or adequate energy. So far back as the beginning of
this year | had urged that more constant attention
should be paid to the higher conduct of the War.
And for five and a half weeks, from the 6th April to the 14/A
May, the War Council had not been convened, and the
machinery set up by the Government for exercising
a general supervision over the conduct of the War had
not been afforded an opportunity to exercise the
functions for which it had been created and for which
it was responsible.
There was a genuine conviction on the part of
many who had no desire to provoke a Ministerial
crisis that if an improvement were not
opposition ~ Soon  effected we should lose the War.
grows restive  This opinion was held very strongly by
many members of the Opposition, who
had so far loyally supported the Government, but were
becoming increasingly restive. In fact, it was obvious
that unless prompt action were taken to convince the
country that a fresh urge was being put into the direc-
tion of affairs there would be a most dangerous division
in the nation, and that this division might develop
on party lines. Nothing could have been more fatal
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to that national unity which was essential to victory
in so deadly a struggle.

On 14th May the War Council sat again for the
first time after a long period of coma. Its meeting was
purely formal, and only one or two members were
summoned. On that day there appeared in the Press
the violent outburst on the shell situation to which |
have already referred in a previous section, and
next day occurred the incident which actually brought
matters to a head. This was the resignation from the

Admiralty of L ord Fisher over our Darda-
Lord Fisher's Nelles policy. In view of the controversy
resgnation  which arose later on as to the interference

of the political with the naval chiefs in
the matter of strategy, it is interesting to note that
this particular crisis arose partly from the complete
subservience of Ministers to our chief military adviser
in the conduct of the War onland, and partly from the
overriding of our principal naval adviser by a com-
bination of generals and statesmen in the conduct
of the War at sea. It had long been known that Lord
Fisher was opposed to the attempt to force the Darda-
nelles by the Navy alone, but his resignation, which
deprived the country of the services of its most dis-
tinguished naval expert, was the match which, applied
to the discontent generated everywhere, blew up the
complacency of statesmen. With it went the Govern-
ment under which the War began.

| heard of Lord Fisher's contemplated resignation
quite accidentally. On the morning of Saturday,

15th May, as | was passing through the
How | heard €ntrance lobby of No. 10, Downing Street,
thenews | met Lord Fisher, and was struck by a
dour change in his attitude. A combative
grimness had taken the place of his usually genial

voL.1 0
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greeting ; the lower lip of his set mouth was thrust
forward, and the droop at the corner was more marked
than usual. His curiously Oriental features were
more than ever those of a graven image in an Eastern
temple, with a sinister frown.

" | have resigned ! " was his greeting, and on my
inquiring the reason he replied, " | can stand it no
longer." He then informed me that he was on his
way to se the Prime Minister, having made up his
mind to take no further part in the Dardanelles
" foolishness,” and was off to Scotland that night.

| tried to persuade him to postpone his departure
until the Monday, which would give him an oppor-
tunity of placing his case before a War Council, but
he declined to wait another hour. | told him that so
far as the Council was concerned he had never
expressed any dissent from the policy or the plans for
the expedition ; that though | was a member of the
War Council and had been opposed to that venture
from the start | had not heard one word of protest
from him ; and that it was only right that we should
be given an opportunity of hearing his objections,
weighing his advice, and taking the appropriate
action. His answer was that Mr. Churchill was his
Chief, and that by the traditions of the service he was
not entitled to differ from him in public. On being
reminded by me that the Council was a Council of
War, and that he was bound as a member of that
Council to speak his mind freely to all his colleagues
around the table, he stated that he had at the outset
made an emphatic protest against the whole ex-
pedition to the Prime Minister privately, and had
left to him the responsibility of communicating or
withholding that knowledge. Here he was referring
to a conversation he and Mr, Churchill had with Mr.
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Asquith before the War Council meeting on the 28th
January. This protest had never been passed on to
the Council.

Failing to shake him in his purpose, | sent a
message to Mr, Asquith. He was at Mr. Geoffrey

~ Howard's wedding. (He had a queer
f';’.'lré fc‘)squ'th liking for weddings and funeras and
turn him rarely missed one which he might be
expected to attend.) | conveyed to him
that | thought it was important he should sse Lord
Fisher at once. But the Prime Minister's powers of
persuasion and authority were equally unavailing
with the First Sea Lord, who subsequently visited
Mr. M'Kenna, his former Chief at the Admiralty.
Mr. M'Kennawas aso an opponent of the Dardanelles
expedition. At this period Mr. Winston Churchill
was Mr. M'Kenna's pet aversion, for Mr. Churchill
had supplanted him at the Admiralty. He was, there-
fore, not in a mood to extricate his supplanter from his
troubles. Whatever happened at this interview, the
impulsive old sailor left for Scotland that night, his
departure producing an inevitable crisis, for political
circles in London were seething with disquieting
rumours, and there was a general feeling that things
were being muddled badly and that the War was
therefore not going well for us. The next | heard of
the matter was when | sasw Mr. M'Kenna that after-
noon. Lord Fisher had reported to him the con-
versation he had with me. Mr. M'Kenna said that
the " old boy " was quite obdurate and was not open
to persuasion.

The following Monday morning Mr. Bonar Law,
who had for years been a persona friend of mine
and on terms of greater cordiality with me than is
usual between political adversaries who are taking a
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gsrenuous part in party conflicts, came to sse me at
the Treasury.

Informing me that he had received a communica-
tion which seemed to him authentic indicating that

Lord Fisher had resigned, he asked me
I'Egﬁgagéd point-blank if that were the case. He
toaction alluded to an unsigned letter received by

him which had obviously been written
by the First Sea Lord. Lord Fisher's characters and
style were so dashing and on so bold a scale that no
one could fail to know at a glance who had written a
letter of his. The signature was superfluous.

On being told by me that hisinformation was correct
Mr. Bonar Law emphasised the grave nature of the
political question raised, especially as he was convinced
that the Government were misinformed about the shell
situation. His party had supported the Government
consistently throughout the months of the War,
without seeking party advantage, but there was a
growing discontent amongst Conservatives at this
attitude of unqualified support, especially over the
treatment of alien enemies, the deficiency of shells,
and the failure of the Dardanelles expedition. Matters
indeed, had come to such a pitch that it would be
impossible for him to restrain his followers, and yet it
was essential to avoid any division in the nation in
face of the enemy. He was specially emphatic as to
the impossibility of allowing Mr. Churchill toremain
at the Admiralty if Lord Fisher persisted in his
resignation. On this point he made it clear that the
Opposition meant at all hazards to force a Parlia-
mentary challenge. After some discussion we agreed
that the only certain way to preserve a united front
was to arrangefor more complete co-operation between
parties in thedirection of the War. | asked him if he
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would wait afew minutes whilel went to No. 10 to se
the Prime Minister. | went alone to ss.e Mr. Asquith
and put the circumstances quite plainly before him.
~ The Prime Mininster at once recognised
Mr. ASQuith - that in order to avert a serious Parlia-
agreestoa . . .
coalition mentary conflict, which would certainly
lower the prestige of the Government, if
if did not actually bring about its defeat, it was neces-
sary to reconstruct the Cabinet and admit into it some
of the leaders of the Unionist Party.

This decision took an incredibly short time. 1 left
Mr. Asquith and returned to Mr. Bonar Law and
invited him to accompany me to the Cabinet Room
to talk things over with the Prime Minister. In les
than a quarter of an hour we realised that the Liberal
Government was at an end and that for it would be
substituted a Coalition Government. It was decided
that Mr. Bonar Law should write a letter to the Prime
Minister explaining the position in order to enable
the latter to sound his leading colleagues.

Later in the day | received the following letter from
Mr. Bonar Law. The enclosure fairly represented

the attitude he adopted in the morning
Lettersfrom  conyersations, first with me and then with

Mr. B : iy
,_arw & the Prime Minister.

" Lansdowne House,
Berkeley Square, W.

Dear Lloyd George, 17th May, 1915

| enclose copy of the letter.

You will se we have altered it to the
extent that we do not definitely offer Coalition but
the substance is the same.

Yours sincerely,
A. BONAR LAW."
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" Lansdowne House,
17th May, 1915.

Dear Mr. Asquith,

Lord Lansdowne and | have learnt with
dismay that L ord Fisher has resigned, and we have
come to the conclusion that we cannot allow the
House to adjourn until this fact has been made
known and discussed.

We think that the time has come when we
ought to have a clear statement from you as to the
policy which the Government intend to pursue.
In our opinion things cannot go on as they are, and
some change in the constitution of the Government
seems to us inevitable if it is to retain a sufficient
measure of public confidence to conduct the War
to a successful conclusion.

The situation in Italy makes it particularly
undesirable to have anything in the nature of a
controversial discussion in the House of Commons
at present, and if you are prepared to take the
necessary steps to secure the object which | have
indicated, and if L ord Fisher's resignation isin the
meantime postponed, we shall be ready to keep
silence now. Otherwise | must to-day ak you
whether Lord Fisher has resigned, and press for a
day to discuss the situation arising out of his
resignation.

Yours, €tc.,
A. BONAR LAW."

The story of the formation of the new Ministry has
been told from different angles by many writers
great and petty. The actual appointments were a
subject of something which in business might be
termed haggling between the parties. The worst
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controversy came over Lord Haldane and Mr.
Cotrover M'Kenna. The Conservatives had taken
over M.Kasg’na afierce dislike to both on quite unreason-
and Haldane @ble grounds, and were bent on leaving
them out. They were both personal
friends of the Prime Minister—his friendship with
Lord Haldane being of very long standing. What
was the offence of these special objects of Conservative
animosity ? Lord Haldane was the originator and
organiser of the Expeditionary Force, which had
served the Allies so promptly and so effectively. It
was a fine piece of organisation. He was the creator
of the General Staff, which might have
wﬁg?gftshe saved us many a tragic error had it not
Army been practically dismantled by Lord
Kitchener. The Officers Training Corps,
which equipped the new armies with a splendid team
of young lieutenants, was aso hisidea. But in one of
those philosophic dissertations which gave him and
his friends equal pleasure he had referred to Germany
as his " spiritual home." That was an ex post facto
crime for which he must be banished from the sight
of all patriotic men. There was aso a rooted con-
viction in the Unionist mind that Lord Haldane,
after hisvisit to Berlin, had failed to warn the Cabinet
as to the German preparations for war which he must
have observed. All these criticisms were in my
judgment fundamentally unjust, and inflicted a deep
wrong on a man whose patriotic energy had rendered
greater service to the nation in the reorganisation of
the Army than any War Secretary since the days of
Cardwell. However, temper was bitter and uncon-
scionable on this subject, and Mr. Asquith and Sir
Edward Grey sacrificed friendship to expediency.
Mr. M'Kenna'scrime, as | have already explained,
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" Lansdowne House,
17th May, 1915.

Dear Mr. Asquith,

Lord Lansdowne and | have learnt with
dismay that L ord Fisher has resigned, and we have
come to the conclusion that we cannot allow the
House to adjourn until this fact has been made
known and discussed.

We think that the time has come when we
ought to have a clear statement from you as to the
policy which the Government intend to pursue.
In our opinion things cannot go on as they are, and
some change in the constitution of the Government
seems to us inevitable if it is to retain a sufficient
measure of public confidence to conduct the War
to a successful conclusion.

The situation in Italy makes it particularly
undesirable to have anything in the nature of a
controversial discussion in the House of Commons
at present, and if you are prepared to take the
necessary steps to secure the object which | have
indicated, and if Lord Fisher's resignation isin the
meantime postponed, we shall be ready to keep
silence now. Otherwise | must to-day ask you
whether Lord Fisher has resigned, and press for a
day to discuss the situation arising out of his
resignation.

Y ours, etc.,
A.BONARLAW."

The story of the formation of the new Ministry has
been told from different angles by many writers
great and petty. The actual appointments were a
subject of something which in business might be
termed haggling between the parties. The worst
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controversy came over Lord Haldane and Mr.
M'Kenna. The Conservatives had taken
Controversy 3 fierce dislike to both on quite unreason-
over M'Kenna -
and Haldane  @0le grounds, and were bent on leaving
them out. They were both personal
friends of the Prime Minister—his friendship with
Lord Haldane being of very long standing. What
was the offence of these special objects of Conservative
animosity ? Lord Haldane was the originator and
organiser of the Expeditionary Force, which had
served the Allies so promptly and so effectively. It
was a fine piece of organisation. He was the creator
of the General Staff, which might have
Haldan€'s  saved us many a tragic error had it not
VAVfrrT;for e heen practically dismantled by Lord
Kitchener. The Officers' Training Corps,
which equipped the new armies with a splendid team
of young lieutenants, was also hisidea. But in one of
those philosophic dissertations which gave him and
his friends equal pleasure he had referred to Germany
as his " spiritual home." That was an ex post facto
crime for which he must be banished from the sight
of all patriotic men. There was aso a rooted con-
viction in the Unionist mind that Lord Haldane,
after hisvisit to Berlin, had failed to warn the Cabinet
as to the German preparations for war which he must
have observed. All these criticisms were in my
judgment fundamentally unjust, and inflicted a deep
wrong on a man whose patriotic energy had rendered
greater service to the nation in the reorganisation of
the Army than any War Secretary since the days of
Cardwell. However, temper was bitter and uncon-
scionable on this subject, and Mr. Asquith and Sir
Edward Grey sacrificed friendship to expediency.
Mr. M'Kenna's crime, as | have already explained,
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was that in his administration at the Home Office he
M'Kenna had been too tender to aliens. And in
forgiven ; days when a rush-light at afarm building
Haldane on the coast became a signal to the enemy
sacrificed  the Home Office indulgence to alien
enemiesdwelling within our gates was considered to be
treason. So he also must go. Mr. Asquith saved him
and sacrificed Haldane. Lord Haldane was not
qualified to fight a personal battle for himself. Mr.
M'Kenna was. So Lord Haldane was driven in
disgrace into the wilderness and Mr. M°Kenna was
promoted to the second place in the Government.
Meanwhile, on the same day the subject of munitions
was debated in the House of Commons, where, as a
member put it, the one word impressed
on the hearts of most members would be
" Shells." Arguments were put forward
for the formation of a Coalition Cabinet,
and the Government were pressed to have a debate on
the whole subject of munitions. This was refused by
Mr. Asquith. The next day, in the House of Lords,
Lord Kitchener admitted the delay in producing the
material which it had been foreseen would be
required, and attributed it to the unprecedented and
almost unlimited calls on the manufacturing resources
of the country. On the 19th, the Prime Minister
announced to the House that steps were in contempla-
tion which would involve the " reconstruction of the
Government on a broader personal and political
basis" In other words, he had been
Coalition persuaded by the general discontent with
announced the conduct of the War shown on all
gdes to form the first Coalition Govern-
ment. On the same day | again wrote to Mr. Asquith
who had been responsible for my appointment as
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Chairman of the Cabinet Munitions Committee, a
letter on the subject of munitions, which has already
been recorded in an earlier section of this narrative.
| was anxious that the munitions situation should be
recognised as an essential part of the problems which
the new Coalition would have to face at the outset of
its existence. | did not think it was in the national
interest that it should be submerged in controversies
about the Dardanelles or the treatment of aliens.

As the whole political situation was in the melting
pot, | decided to postpone for a few daysatour | had

contemplated making round some of the
Mymunitions centres of munition production in order
tour postponecko  address the workers. On the 21st

some of the Ministers and the leaders of
the Opposition met in conclave at Downing Street in
what was really the first joint meeting of the new
combination. The main subject of our deliberations
for that meeting and for ailmost all the rest of the week
was the composition of the new Government. It was
only settled at a late hour on the 25th. The task was
a difficult one, for it entailed much consideration of
the balancing of parties, as well as of personal claims
inside the parties.

Mr. Asquith honoured me with his particular
confidence during these discussions. The appoint-
ments took up valuable time, but at last they were
concluded. The most notable change was the taking
Unjust of Mr. Winston Churchill out of the
treatmentof Admiralty and placing him in charge of
Mr. Winston the Duchy of Lancaster, a post generally
Churchill  reserved either for beginners in the Cabinet
or for distinguished politicians who had reached the
first sages of unmistakable decrepitude. It was a
cruel and unjust degradation. The Dardanelles
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failure was due not so much to Mr. ChurchilPs
precipitancy asto Lord Kitchener'sand Mr. Asquith's
procrastination. Mr. Churchill's part in that unfor-
tunate enterprise had been worked out by him with
the most meticulous care to the last particular, and
nothing had been overlooked or neglected as far as
the naval operations were concerned. The fatal
delays and mishandlings had all been in the other
branch of the Service. It is true that the conception
of a one-sided Naval operation without simultaneous
military action wasdueto Mr. Churchill'simpetuosity,
but both the Prime Minister and Lord Kitchener
were equally convinced that it was the right course to
pursue. When | learned the office finally offered to
Mr. Churchill, it came to me as an unpleasant surprise.
| reckoned it would have been impossible to keep him
at the Admiralty, in view of the dispute which had
precipitated the crisis. The Unionists would not, and
could not in the circumstances, have assented to his
retention in that office. But it was quite unnecessary
in order to propitiate them to fling him from the
masthead, whence he had been directing the fire,
down to the lower deck to polish the brass. In the
first sorting out and allotment of offices in which 1
had taken part, it had been arranged that he
should be placed in the Colonial Office, where his
energies would have been helpfully employed in
organising our resources in the Empire beyond the
g5 ; and | cannot to this hour explain the change of
plans which suddenly occurred. The brutality of the
fall stunned Mr. Churchill, and for a year or two of
the War his fine brain was of no avail in helping in its
prosecution.

Apart from the appointment of individuals, one of
the most important decisions reached, and one which



10 Dokrming Street
FEpnhall ST

7:.. Z.S"L.) 1915

L e Ao fooy,

Sttt 4 S
Lnkty ¢ fmidbn, ddofic
Lo Lol oo A
k.)’._) b bt fo s
Ut o~ tdedtt Let,

& Jipprt S b ) <
}/\V&é—%é- / Ak

hore frpot prm
Jorlns | fom b £2Yislnca,

Facsimile of a letter written on the 25th of May,
1915, by Mr. Asquith to My, Lloyd George.




[ M) B APy
L' '
A Jom Il frget ot
A:")Mh ) Spiatn
bk ‘;ﬁwﬁ:/-
&L, wt &
¢W,. e
Z_V__)é,&,tq ¢ fen el
L/t--/h,b-._)uuk‘_'hg
h’ zﬁ.zaum,‘@%
/wg ‘
/A:;L,-./AA,S—
Leek

/ﬁbwﬁ



THE POLITICAL CfdSIS IN MAY, 1915 275

concerned me most particularly was that taken to
form a separate department under a Minister of
N Cabinet rank, to undertake the difficult
f'gfcm's',v‘l)ifl‘q}gr and complicated work of mobilising the
o Munifions. National resources for the production of
munitions, and so to relieve the executive
military authorities from a duty which had grown far
too heavy to be carried out by them. Since | had
consistently taken a great interest in the subject, had
shown by every means in my power the importance
| attached to it, and had been the head of the Cabinet
Committee dealing with it, the Prime Minister
invited me to take charge of the new Ministry of
Munitions.
On 26th May, 1915, the names of the first Coalition
Cabinet were published, and the following announce-
ment appeared in the Press :—

" The Prime Minister has decided that a new

department shall be created, to be called the

Ministry of Munitions, charged with

My int torganising the supply of munitions of

ﬁﬁg{?ﬂ@g“ war. Mr. Lloyd George has undertaken

the formation and temporary direction

of this department, and during his tenure of office

a Minister of Munitions will vacate the office of
Chancellor of the Exchequer."

The change in the Government had taken place ;
the Coalition was formed, and the War Council
reorganised under the title of the Dardanelles Com-
mittee, which more accurately described its scope.
Owing to the general upheaval occasioned by the
political change, the newly formed Committee did
not actually meet until the 7th June, or three weeks
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diter the last sesson of the body it superseded. In
fact, at this stage, when both in the ees and west
there were urgent questions awaiting decision, those
especialy charged with the control of our war policy
met only once during a period of nearly nine weeks.
So fully occupied was | in organising the new Ministry
of Munitions, that for a time | was personally unable
to pay as much attention as | had done to the general
conduct of the War, and did not, during June, attend
any of the dittings of the new Committee.



CHAPTER X

THE MINISTRY OF MUNITIONS:
ESTABLISHMENT AND LABOUR PROBLEMS

I. MY APPOINTMENT

IT was on Whit-Monday, 1915, that | finally left the
Treasury to take up my duty as Minister of Munitions.
My reluctance It was a serious decision for me to make.
tobecome AS Chancellor of the Exchequer | had been
Minister of  holding the highest and most responsible
Munitions  qffice under the Prime Minister—the post
which ranked next to hisin Parliamentary importance,
and in that position had been initiating and carrying
through schemes of social amelioration which were
very congenial to my disposition and upbringing. |
was exchanging all that for the terrible task of manu-
facturing enginesfor human mutilation and slaughter.

Whatever | had done directly or indirectly to hasten
or assg in the creation of this department, which |
regarded as most urgently necessary, the last thing I
desired was to have to assume control ofit. | had no
wish to give up the Chancellorship of the Exchequer
for something of an unknown nature. | cannot say
that | undertook the functions of my new office with
any feelings of exhilarate confidence. | was taking
in hand the organisation of a business that was quite
new to me. The only insight given me into its work-
ings had revealed a state of utter confusion and chaos.
| was leaving a well-established and well-organised
department, staffed by some of the picked men of the

237
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Civil Service, and directed in all its ramifications by
well-defined rules and traditions which worked with
perfect smoothness. | was taking in hand a depart-
ment with no staff, no regulations, no traditions. All
new departments are viewed with a certain measure
of suspicion by the older establishments. But the
department which mattered most to the success of
the new Ministry regarded it not only with distrust

but with profound dislike, veiled behind
Departmental & mask of contempt. Its very existence
jealouses  \was a statutory expression of a national

verdict of failure delivered by the High
Court of Parliament against the War Office. It was
cut out of the living body of the War Office, and that
hurt. There is no historical testimony as to Adam's
sensations after the rib had been torn out of his side.
But he must have felt sore and resentful. In his case,
however, the knowledge that by the operation he
had secured a helpmate more than reconciled him to
the excision. The War Office was surly, suspicious,
and hostile, and no help the new Ministry tendered
or gave softened the animosity of the War Lords
towards it. Although Lord Kitchener personally
treated me with every courtesy, his entourage were
unsympathetic to the new venture, and later on he
was stimulated by the hostility of his own and other
departments to acquiesce in the erection of barriers
in my way. This antagonism was one of the difficulties
| foresaw and certainly endured.

Politically it was for me a wilderness of risks with
Problemns N0 0&ss in sight.  There were numerous
confronting  possibilities of serious conflict with organ-
the new ised labour over trade union regulations,
MINISYY  hours of labour, wages, restrictions on
modility, and, most serious of all, over what | called



THE MINISTRY OF MUNITIONS 239

dilution, i.e. the mixing of the skilled labour with
unskilled. Here you touched one of the most sensitive
nerves of trade unionism. The question of drink had
to be tackled, foreboding quarrels with a powerful
trade in England and Wales, Scotland and Ireland.
No wonder my old uncle and foster-father, Richard
Lloyd, whose advice | was wont to listen to above all
others, wrote to me and counselled me not to leave
the Treasury. Yet in spite of all this, | felt as| reviewed
all the circumstances of the national situation, and
realised beyond a shadow of doubt the supreme and
vital importance of a proper supply of munitions for
our success in the war, and remembered the insistence
with which | had urged this upon the Government,
that | was in honour bound to accept if the Prime
Minister thought | was the man best fitted for this
post. | made my decision ; and | never had cause to
regret it. As | look back to-day upon the problems
which were then presented to me, the extraordinary
difficulties that surrounded the work which | took in
hand, my own inexperience in that kind of work, the
chaos and tangle with which | was confronted, | feel
that in many ways the creation of the Ministry of
Munitions was the most formidable task | ever
undertook.
| was heartened to face the overwhelming responsi-
Mr. Asquxtks Dility of this step by a letter which |
letter of  received at the time from Mr. Asquith.
appreciation |t ran as follows :—

"10, Downing Street, S.W.
25th May, 1915.
My dear LIoyd George,
| cannot let this troubled and tumultuous
chapter in our history pass without letting you
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know what incalculable help and support | have
found in you all through. | shall never forget
your devotion, your unselfishness, your powers of
resource, and what is (after all) the best of things,
your self-forgetfulness.

These are the rare things which make the
squalor and drudgery of politics, with its constant
revelations of the large part played by petty and
personal motives, endurable, and give to this
drabness the lightning streak of nobility.

| thank you with all my heart,

Alwaysyours affectionately,
H. H. ASQUITH."

Thisletter from the man who had been my colleague
for ten years, and to whom | had been principal
Parliamentary lieutenant for seven years, gave me
great delight. The black squad of envy had not yet
succeeded in poisoning the wells of confidence
between captain and second officer.

| received further encouragement from many
guarters from friends near and far who wished me

well and realised the terrific responsibility
Letter from  Of my new venture. Amongst the letters
T.Roosevelt which came to me was one which |

specially prized for its understanding and
sincerity from a great American statesman whose
vision and superb courage | had always admired—
Theodore Roosevelt.

" Qyster Bay,
Longlsland,N.Y.
ist June, 1915.
My dear L1oyd George,
Inasenseit is not my affair, but as one of your
admirers and sympathisers | wish to congratulate
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you upon the action that has been taken in getting
a Coalition Cabinet, and especialy upon your part
therein. More than all | wish to congratulate
you upon what you have done in connection with
this war.  When the War is over, you will again
take up the work of dealing with the Labour
question, with Irish Home Rule, with many other
matters. But the prime business at present for you
to do is to save your country ; and | admire the
single-hearted manner with which you have devoted
yourself to this great duty. | am sorry Redmond
could not se his way to take office aso, but, of
course, there may have been reasons of which |
know nothing that made it inadvisable for him
to do so.

Give my regards to Edward Grey,
Faithfully yours,
THEODORE ROOSEVELT."

The contiguity of these three famous names—
Roosevelt, Asquith and Grey—reminds me how,
shortly before the War, | met the former

Rooseveltand at a luncheon party given by Sir Edward
Asquith Grey to Mr. Roosevelt when Mr. Asquith
and | were the only other guests.  Mr.

Roosevelt was not the type of man who would attract
Mr. Asquith. His vehemence repelled the unexcitable
Englishman. Asquith was a man of refractory
prejudices which he never concealed. This gave a
certain arrogance to his manner when dealing with
men he did not care for. It was obvious during the
table talk that Mr. Asquith had an instinctive dislike,
which was not far removed from contempt, for the
dynamic American. The Prime Minister made no
allowance for the real greatness of the man. He

voL. 1 p
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was irritated by his mannerisms. Roosevelt flung
out commonplaces with the same forceful and
portentous emphasis as he uttered truths which
showed penetration and breadth of judgment. The
more stale the platitude the greater the emphasis.
This kind of conversation always annoyed the British
Premier and gave a note of supercilious derision to
his mien and voice. Roosevelt felt it and gradually
his torrential flow of sense and sentiment dried up.
The meal was hardly a success.

The Royal Warrant formally appointing me Minister
of Munitions was not actually issued until 9th June,
the day on which the Ministry of Munitions Act
became law. But without waiting for this | had
begun immediately to set about the organisation of
the new department.

The quarters allotted to the Ministry were at No. 6,
Whitehall Gardens—a pleasant, old-fashioned house,

just off Whitehall, not at all designed for
Firstquarters Office purposes. It had been vacated a
of theMinistry short time before by that well-known art

dealer, Mr. Lockett Agnew. It was more
suitable for the residence of a man of artistic pro-
clivities than for the head office of a manufacturer.

| went there with my two secretaries, and found
that before |1 could even start to build up a new
Ministry it was necessary to provide at least the bare
requirements of an office. My first encounter with
red tape was characteristic of the action of this
departmental bindweed.

The sole articles of furniturein the office

Theproblem Of the new department were two tables
offurniture  and a chair. My secretaries gave urgent
orders for an adequate supply of fur-

niture, but before this had been delivered, a squad
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from the Office of Works appeared on the scene
to take away the little we had, on the ground that it
did not belong to the new department and therefore
must be removed. They were ultimately prevailed
upon to be merciful, and until the new equipment
arrived, | was allowed one table to write upon and
one chair to sit at the said table.

This is Colonel House's description of his visit to
me at this time :—

" This was, | believe, George's first day as
Minister of Munitions in his new Whitehall
quarters. There was no furniture in
col.House'sthe room except a table and one chair.
account  He insisted upon me taking the chair,
which | declined to do, declaring that a
seat on the table was more suitable for me than for
a Cabinet official.

He spoke again and again of * military red
tape,’ which he declared he would cut out as
speedily as possible. He was full of energy and
enthusiasm, and | feel certain something will soon
happen in his department. He reminds me more
of the virile, aggressive type of American politician
than any member of the Cabinet. . . . He has
something dynamic within him which his colleagues
have not and which is badly needed in this great
hour. . . ."

Red tape, then, was worsted in its first round—the
only casudlties being a temporary general incon-
venience. | retained my table and chair

A victory against all rules and orders until a
overredtape regsonable  consignment of  suitable
furniture was allocated to me. | was

soon to find that this was not a serious attack but a
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reconnaissance to investigate and to rattle. Later
on red tape resorted to all the devices in its well-
stocked armoury to delay, impede and thwart. £A
more formidable and unexpected antagonist next
appeared in the person of human vanity. My room
was an old Adam drawing-room, where every panel
glittered with long pier-glasses. They no doubt
would be an essential accessory to a hairdresser's or
haberdasher's trade, but | found them fatal to the
transaction of business in armaments. When callers
came in | noticed that their eyes wandered from my
direction, and that their minds soon followed the

rambling gaze. | realised the cause of
Toomany  this distraction. The glistening mirrors
mirrors reflected the face and figure of my

interviewers from every angle. This was
too much for the most hard-faced busness man. |
do not pretend to be above the ordinary human
weakness in this respect, but a day's contemplation
of a countenance full of anxiety and dubiety more than
satisfied my own appetite. | ordered the glasses to
be covered over. Difficulty number two was thus
blotted out. »
| sat in my bare room to survey my problem.
What was it? On the one hand | had to envisage
all the wide range of activity covered by
Surveying the supply of munitions—the innumerable
thefield requirements of the Army in the field,
and the multiplicity of different materials,
processes, and co-ordinations necessary to produce
those goods ; and on the other | had to inform myself
as to the available resources of material, machinery
and labour, here and abroad, for supplying those
requirements. | had to ascertain the existing state
and organisation of production of munitions under
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War Office direction. The whole field had to be
plotted out and suitable men selected to take charge
of each section of it.
First came the creation of a staff. The Ministry
of Munitions was from first to last a business-man
organisation. Its most distinctive feature
Creationof ~ was the appointment | made of successful
adtaff business men to the chief executive posts.
On 14th June, 1915, | announced in the
House of Commons my intention of utilising, as far
as possible, the " busness brains of the community
., some of them at my elbow in London, to advise,
to counsel, to guide, to inform, to instruct, and to
direct,” others " in the localities, to organise for us,
to undertake the business in each particular locality
on our behalf." The first position in every depart-
ment was entrusted by me to one of these distinguished
captains of industry, to whom | gave authority and
personal support that enabled them to break through
much of the routine and aloofness which characterised
the normal administration of Government contracts.
I had no office staff except my two able Private
Secretaries, Mr. J. T. Davies (now Sir John T. Davies)
and Miss F. L. Stevenson, both of whom accompanied
me from the Treasury. Miss Stevenson was the first
woman secretary appointed by a Minister. The
precedent, | see, has since been followed by most
Ministers and heads of departments. Later on Mr.
(now Sir) William Sutherland volunteered to asSst
when the correspondence and the interviews over-
whelmed my small staff. He was an experienced
Civil Servant, and a man of outstanding abilities.
During the troublous times which were in store for
me his shrewdness and vision served to help me to
avoid many a hidden political trap. The Labour
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Department of the Board of Trade offered to asss
in supervising and directing my arrangements with
Labour. For this | was profoundly grateful. The
Ordnance Department had little to spare me in the
way of staff. For this also | was equally grateful.
The War Office placed Sir Percy Girouard at my
disposal. Of him | shall have something to say later
on. But the men who were to organise and drive
the production of guns, rifles, machine-guns, shell,
and trench mortars were still to be found. What
kind should 1 look for? | received hundreds of
letters from " push-and-goes’ and their admiring
friends. | had alarge number of genuine offers from
Company Directors, who offered to place at my
service the temporary assistance of managers in whose
capacity they had acquired confidence. | had first
of all to decide in my own mind the type of man |
needed for the highest posts. Sir Eric Geddes told
me recently that when he came to visit me at my new
department it seemed to him that | was pulling names
out of a hat and distributing them to the differentjobs
that waited to be done; but | am afraid the task of
putting suitable men to departments could not be
carried out quite so simply as that.

| knew that upon my success or failure in attracting
the right sort of man and placing him in the right
sort of place depended the efficiency of

Choosing the  the new department and its chances
roh WP of achieving its purpose. It was not
sufficient to peruse testimonials or letters

of recommendation—not even honest ones—testifying
to the efficiency shown by men in the perfectly
organised branches where they had served, and which
they were prepared temporarily to quit in order to
serve the State. Here each man would be called
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upon to build up a business of which he knew nothing,
and do it better than experts who had been trained
and spent their professional lives in that line of
activity. The most difficult task was to choose wisely
between two types of successful business men. The
failures were easily spotted and eliminated. The
knowledgeable men who knew all about the subject,
but did not posses the essential gift of translating
their knowledge into effective action, constituted the
most dangerous trap, but it was discernible by
judicious inquiry as to antecedents, and could then be
evaded. But those who have made a success in their
busness careers can be divided into two casses
There is the careful and cautious man who has a
complete mastery of all the details of his trade and
attends to them steadily and assiduously. By this
means he gradually builds up a business, or if he has
acquired control of an already established concern
keeps it going and slowly extends it. He does not
command those gifts of intuition, rapid decision, and
force which enable an improviser to create and hustle
along a gigantic new enterprise, and certainly not
with material of which he has no previous experience.
He is useful in a secondary position, but as an initiator
he would be a disappointment if not a disaster. The
great improvisers who constitute the second class are
rare men anywhere, but in an emergency their value
to a country is beyond price, and these were the men
| needed for first place. In any great crisis, time is a
determining factor, and these men save the days,
weeks and months which make the difference between
victory and defeat. In selecting the leading hustlers
| had to bear all these considerations in mind.

| cannot claim that my first choices were aways
the best. They were, | think, the best available at
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the time. | found that some were admirable workers
provided they were under the control and direction
of others, but not equal to the responsibility of a
supreme position. It was then that | realised
thoroughly for the first time that men
The " three OUght to be marked like army lorries with
ton " men their carrying capacity : " Not to carry
more than three tons." The three-
tonners are perfect so long as you do not overload
them with burdens for which they are not constructed
by Providence. | have seen that happen in Law and
Politics. The barrister who acquired a great practice
as ajunior and failed completely when he took silk ;
the politician who showed great promise as an Under-
Secretary and achieved nothing when promoted to
the headship of a department. As | went along |
discovered that one or two first-rate men were better
suited for duties inside the department other than
those for which | had originally chosen them.
During the War the neglect of this maxim was a
fruitful source of our disasters ; the excellent Brigadier
who was promoted to a corps and the successful
Corps Commander who was given an army, neither
of them being equal to the higher responsibility cast
upon them. In the Navy aso there are many such
illustrations of dashing captains who were lifted above
their capabilities. However, with all able misfits, |
shifted them about and found substitutes. But in
the quality of the men themselves | was never dis-
appointed, for when they found the post that suited
them best they proved themselves to be first rate.
Men who did not seem to fit into the functions
originally designated for them became quite indis-
pensable in equally responsible positions where they
were finally placed. And some of them were
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promoted from tasks where they were rendering
conspicuous service to other more important positions
where their compelling powers were more urgently
needed.

No more remarkable collection of men was ever
gathered together under the same roof. Between
them they had touched the industrial life of the
country and of the Empire at every point. To use a
current phrase " All the means of production,
distribution, and exchange" were aggregately at
their command.

One of the first to tender his services was Sir Eric
Geddes. He came from the North-Eastern Railway,

and he had the make of one of their power-
Persondlities  fy| |ocomotives. That is the impression he
Wimery gave me when one morning he rolled into

my room. He struck me immediately
as a man of exceptional force and capacity. | knew
that he was a find, and | was grateful to Lord
Knaresborough, the chairman of the company, for
offering to release him during the period of the War.
He turned out to be one of the most remarkable men
which the State called to its aid in this anxious hour
for Britain and her Empire. He will appear again
and again in my story of the War.

There was adso Sir Ernest Moir, who had con-
structed some of our finest docks and harbours, a
man of exceptional ability and tact. Sir Frederick
T. Hopkinson, a man of similar experience, came to
our aid. There was Sir Hubert Llewellyn Smith.
When | first met him at the Board of Trade in 1906
| considered him to be the most resourceful and
suggestive mind in the whole of our Civil Service at
that time—and withal a man whose long service at
the Board of Trade had brought him intelligently
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into direct contact with every branch of commerce
and industry throughout the world. There was Sir
John Hunter, who had directed the construction of
our largest and most famous bridge. There were Sir
Hardman Lever and Sir John Mann, two of the
ablest accountants in this country. There were
expert financiers like Sir Alexander Roger, who
turned out to be an energetic and efficient organiser.
The iron and steel industry lent us of the very best.
The armament firms placed at our disposal not only
Sir Percy Girouard, but Sir Glyn West, who had a
much longer practical experience of the actual
proceses of gun making. We dso had Sir Charles
Ellis, whose suave and attractive personality served
us so well in the handling of this collection of men of
clashing temperaments. There was James Stevenson
(afterwards Lord Stevenson), whose experience in
organising throughout the country business dealings
in a famous brand of Scotch whisky was voluntarily
transferred to the business of organising in the
provinces the activities of an even more potent spirit
—that of patriotism. With Sir Hubert Llewellyn
Smith there was Mr. Beveridge (now Sir William
Beveridge), aman who was credited with an unrivalled
knowledge of labour problems. In the organisation
of the welfare branch of our new factories we had the
valuable direction of Mr. Seebohm Rowntree, who
is not only a highly successful man of business, but a
student of social conditions of world-wide fame.
Coal gave us the dynamic personality of Sir L. W.
Llewellyn. The railways lent us not only Sir Eric
Geddes, but Sir Henry Fowler and Sir Ralph
Wedgwood. There was Sir Arthur Duckham, one
of the ablest engineers in the land—a man of unusual
capacity and attainments. The publishing world
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gave us Sir Edward Diffe, who carried out with
remarkabl e success the vital task of organising machine
tool production. Shipping was represented by Sir
George Booth, a member of the well-known firm of
Booth Brothers. Though known, as | have said, as
the man of " push-and-go,” he was neither, but he
had other invaluable qualities. He was rather a
conciliator than a compeller. | found his tact and
geniality invaluable in a Ministry of energetic talents.
And through the portals of the Board of Trade there
wafted into this Ministry of solid and material
industrialism a breeze from the foothills of Parnassus
in the person of Mr. Umbeptb Wolff. Thestatistician
of the Ministry of Munitions is now one of the most
eminent economists in the world—Sir Walter Layton.
The Parliamentary Under-Secretary, Dr. Addison,
was a man with a high order of intellectual capacity,
full of ideas, resourcefulness and courage. My
military secretary, whom | designed as liaison officer
with the War Office, was Sir lvor Philipps, an
experienced soldier and a good business man. The
Explosives Department gave me that eminent judge,
Lord Fletcher Moulton. He was one of the subtlest
brains in England. As usually happens his subtlety
caused distrust and misunderstanding amongst
blunter minds. He was not only one of the greatest
lawyers of his day, he was aso a man of distinguished
scientific attainments. When he placed his great
gifts at the disposal of the War Office for the solution
of the new problems created by the unprecedented
demand for explosives, he rendered service of
incalculable value to the country. Of such were the
personal components of this strange Ministry. If
not a Ministry of all the talents it was undoubtedly
a Ministry of all the industries—war and peace.
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production, transport, law, medicine, science, the
Civil Service, politics, and poetry—and all at their
best. It was a wonderful array of talent. It was a
formidable battery of dynamic energy. But | saw
that unless firmly controlled and carefully watched
there woul d be constant explosions which would make
the whole machine unworkable. At first | placed
Sir Percy Girouard in charge as chief engineer of the
concern. He was an out-and-out Kitchener man.
He had worked with and for him in Egypt.
When the War broke out and Lord Kitchener took
charge, Sir Percy was taken out of Armstrong's and
put in charge of part of the munition organisation at
the War Office. He was delivered over to me with
the munitions problem.
Sir Percy Girouard had a great reputation,
honourably won by distinguished engineering
achievements in our Colonial Empire.
gr:aggrcgr o He was a man of great natural gifts and
Girouard accomplishments, and he was credited
with possessng a resourcefulness which
approximated to the genius of purposeful action. In
addition to that he was a man of considerable charm,
with a pleasant sense of humour fortified by much
interesting and entertaining reminiscence. | dis
covered that he had a gift of persuasive speech which
was invaluable at the meetings we held in London and
in the provinces to stimulate co-operation. Although
he was primarily a railway man and his success had
been achieved in that sphere, his association with
Armstrong's had furnished him with experience in
the manufacture of every kind of munition of war.
But | soon discovered that he suffered from the same
drawback as his old chief, Lord Kitchener. They
had both spent their exceptional physical reserves



THE MINISTRY OF MUNITIONS 253

in hard work under climatic conditions which are
not congenial to men born and bred in a temperate
clime. His stock of vitality had been burnt out in
great tasks driven through under tropical suns—the
vivid spirit was still there and the habits and move-
ments of an old energy were aso visible, but these
took the form of an unsettling restlessness rather than
that of a steady activity. He dashed about from the
War Office to the Ministry and back from the
Ministry to the War Office, where he spent most of
his time, to and from one department after another
attending to no detail of any kind in any of them.
When he came to s me "he was aways in such a
hurry that he never sat down. He rushed into my
room like a man who was chased by a problem and
could not stay too long lest it caught him up.

He had one curious mannerism. | observed that
when | pressed him with inconvenient questions of
detail as to the progress made, he seemed to hide
behind his eyeglass, and | could get no farther.
From him | learnt les than nothing of what the
various departments of the Ministry were doing,
for such information as he acquired he gleaned from
the War Office, and it was, therefore, misleading.
All this feverish bustle gave the impression of a
propelling eagerness to urge everybody along, but |
soon discovered that it was the symptom of a spent
nervous system. Reluctantly | felt he had no longer
the steady nerve and the calm industry which are
essential in the chief organiser of a new department
where there were so many men quite new to the tasks
entrusted to their charge, and | felt that a man of
atotally different calibre would be more useful. So
we parted company.

His place was not filled. | soon realised that all
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the hustling that was necessary would have to be done
by myself, with the aid of the energetic departmental
chiefs whom | had chosen.

Describing these appointments in a speech in the
House of Commons on 29th July, 1915, when | was
reporting progress on the arrangements of the new
Ministry, | said :—

" We have had practically to create a new staff.
That is a very difficult undertaking if you have to
do it immediately, because, obviously,
m%’h%%tmnseverything depends upon the staff and
onthenew  the menyou select. And under ordinary
appointments - conditions you would take a very long
time to choose your instruments. Y ou cannot do
that when you are engaged in emergency work.
Fortunately we have had placed at our disposal
the services of very considerable men in the business
world—men of wide experience, men, some of
them, who are in charge of very considerable under-
takings. They have placed their services volun-
tarily at the disposal of the Minister of Munitions,
and are rendering excellent services each in his
own department. | think | can say that there are
at least 90 men of first-class business experience
who have placed their services voluntarily at the
disposal of the Ministry of Munitions, the vast
majority of them without any remuneration at all.
[Cheers]  Some of them were managers of very
great concerns, and the firms with which they were
connected are in most, if not in all, cases paying
them salaries which the State could not afford to
pay. These men are exceedingly helpful ; in
fact, without their help it would have been quite
impossible to have improvised a great department
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on the scae on which this department necessarily
had to be organised and arranged.”

After going as thoroughly into the actual munition
position as the time and information at my disposal
would permit, there were visible a few outstanding
and dominant facts :—

(1) The War Office had not made any thorough
survey of its needs on the assumption that the
_ British Army was to develop into a
ﬁ]’fﬁigm gigantic force of at least 70 divisions,
situation that its task would necessitate breaking
through formidable double and often
multiple lines of entrenchments, defended by
masss of artillery, heavy as well as light, and
thousands of machine-guns, and that this operation
would be a prolonged one. It had not, for
instance, come to any final decision as to the number
and calibre of the guns which would be required
for this purpose. The quantity and type of the
guns ordered were both obviously inadequate to
the undertaking in front of it. Nor had it calculated
the number of machine-guns required for so great
aforce.

(2 Until the number and especially the size
of the guns had been decided no one could be
expected to compute the numbers and szes of the
shells required,

(3) There had been no computation made of
the number of machine-guns required for an army
fighting under modern conditions.

(4) There had been no survey of the capacity
of this country or America to produce the number
of guns, shells, machine-guns, and rifles needed.
It was found later on, when the programme was
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settled, that we did not possess in Britain and could
not purchase in the States the necessary machine
tools to execute the agreed programme. We had
to make a start with manufacture of those tools
before we began on the extra guns, etc.

(5) The War Office had instituted no inquiry
into our capacity for filling shells with explosives.
Investigation by the new Ministry revealed the
facts (a) that our capacity in this respect was not
more than one-tenth of the need ; and (b) that
even if we had the necessary filling appliances,
we posessad only asmall proportion of the explosive
hitherto used. We therefore had to encourage
experiments to be made in order to find other
equally effective explosives, and to provide a
different set of appliances to suit the result of these
experiments.

It horrifies me to imagine what would have
happened if this state of things had been allowed to
go on for a few more months without any perception
of its existence, and therefore without any attempt
at amendment. What if all Ministers had retained
complete confidence in the military direction of the
War ? The senstiveness of the War Office to any
suggestion that established methods were not the
best and the repression of civilian inquisitiveness as
to these methods or their results might have postponed
discovery of this fatal neglect until it was too late to
st themright. Evenwith all the strenuous endeavour
put by some of the ablest business and scientific heads
in the country into survey, investigation, consultation
and construction, with a view to ascertain needs,
defects and remedies, and then to drive through to
production, we were only just able to fulfil the
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requirements of the Army for the summer campaign
of 1916. It is such an incredible story of lack of
forethought and intelligent inquiry that it is necessary
to give more detailed and documented information
on these vital points. That | propose to do later
on in the course of my narrative. The tale has its
lessons for every form of bureaucratic enterprise. It
also contains its warning to those who heedlessly lead
nations towards war. They should understand
something of the risk they incur and the precarious
character of the gamble into which they are plunging.
The work which fell upon me was by no means
wholly of a kind which could be done sitting at
a desk. One very urgent problem was

Tour ofthe  to secure the hearty co-operation of
"9 employers in converting their factories
and workshops to the production of

arms. Another was equally vital : the securing
of the good will of the workers and their agreement
to the further speeding-up of production and the
dilution of labour which it would involve. Labour,
| knew, would be one of my chief difficulties. So
during the first week of June | made a tour of the
districts which were the centres of the engineering
industry, in order to harness local enthusiasm to
munition productioninthe service of the new Ministry.
At Manchester, Liverpool, Birmingham, Cardiff
and Bristol, | met representatives of the chief
engineering firms and of the trade unions affected,
and urged them to organise local committees to
assg in producing munitions of war and to arrange
the allocation of contracts between them in such a
way as to ensure the maximum output from the
engineering works of the district. | dsressed the
importance of local responsibility and of systematic

voL. 1 0
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decentralisation as a means of saving time and red
tape, and | appealed to both business men and trade
unionists to work together with one will.

| will quote a passage from a speech | delivered at
Manchester in order to show the nature of the appeal
| made to employers and workers alike :—

" | have only held this office for a few days, it
is true. | had some insight before then into the
position of things, but what | have seen
Seechat has convinced me from overwhelming
Manchester testimony that the nation has not yet
concentrated one half of its industrial
strength on the problem of carrying this great
conflict through successfully* 1t isawar of munitions.
We are fighting against the best-organised com-
munity in the world ; the best-organised whether
for war or peace, and we have been employing too
much the haphazard, leisurely, go-as-you-please
methods, which, believe me, would not have
enabled us to maintain our place as a nation, even
in peace, very much longer. The nation now
needs all the machinery that is capable of being
used for turning out munitions or equipment, all
the skill that is available for that purpose, all the
industry, all the labour, and all the strength,
power, and resource of everyone to the utmost,
everything that would help us to overcome our
difficulty and supply our shortages. We want to
mobilise in such a way as to produce in the shortest
space of time the greatest quantity of the best and
most efficient war material. That means victory ;
it means a great saving of national strength and
resources, for it shortens the War ; it means an
enormous saving of life. "
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| pointed out why the Government had taken powers
under the Defence of the Realm Act to control the
workshops of the country, and to insist that Govern-
ment work—the work of the country—must take
precedence over all civil work. | then discussed the
relations of the Government with labour. Two things
were essential to the efficiency of the new organisation
for munitions of war—to increase the mobility of
labour and to secure greater subordination in labour
to the direction and control of the State. The State
must be able to say where and under what conditions
it required a man's services. " When the house is on
fire, questions of procedure and precedence, of
etiquette and time and division of labour must
disappear.” | added —

". . .| can only sy this, that to introduce
compulsion as an important element in organising
the nation's resources of skilled industry

Eoifnm&g’: and trade does not necessarily mean
mgjmy conscription in the ordinary sense of the
term. Conscription means raising by
compulsory methods armies to fight Britain's battles
abroad. Even that is a question not of principle
but of necessity. If the necessity arose | am certain
no man of any party would protest. But pray do
not talk about it as if it were anti-democratic. We
won and saved our liberties in this land on more
than one occasion by compulsory service. France
saved the liberty she had won in the great Revolu-
tion from the fangs of tyrannical military empires
purely by compulsory service. The great Republic
of the West won its independence, saved its national
existence, by compulsory service. And two of the
greatest countries of Europe to-day, France and
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Italy, are defending their national existence and
liberties by means of compulsory service. It has
been the greatest weapon in the hands of democracy
many a time for the winning and preservation of
freedom. !

| appealed to the workmen to give up, for the
period of the War, the unwritten rules by which output
was limited, and | gave an undertaking that piece
rates should not be reduced. In the same way |
Appeal for urged suspension of trade union rules
relaxationof  forbidding dilution in order that unskilled
tradeunion  men and women might be brought in to
resrictions  make up for the shortage of skilled men.
| pointed out that the refusal of unenlisted labour to
submit to discipline contrasted strangely with the
position of the voluntary army at the front :—

" The enlisted workman cannot choose his
locality of action. He cannot say, '| am quite
prepared to fight at Neuve-Chapelle, but | won't
fight at Festubert, and | am not going near the
place they call " Wipers." ' He cannot say, © |
have been in the trenches eight hours and a half, and
my trades union won't allow me to work more than
eight hours." "

With specia reference to what | expected from
Lancashire, |1 added in my Manchester speech :—

" Lancashire's private works, when they are
fully engaged, and after you have mobilised them,
can turn out a quarter of a million of high-explosive
shells a month. A gentleman near me tells me
that you can turn out a lot more. Well, the more
the merrier ; but we want you to start from that
and then work up in the direction of a million."
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| quote a Press report of this meeting, because it
gives a fair idea of the spirit which commanded all
clases to whom | appealed :—

" Manchester, Thursday (June 3).

Lord Derby and the Lancashire men gave a
hearty receptionto Mr. L1oyd George's speech. . . .

Separate munition committees were
Reception of @ppointed for three divisions of Lancashire,
thespeech embracing the whole county. , . . A

satisfactory preliminary discussion took
place as to the best means of mapping out the work.
Mr. Lloyd George had said that he aimed at an
output of a quarter of a million shells per month
from Lancashire alone, and the reply was a promise
of a million a month within a short time.

All thisis excellent, but the bitter tragedy is that
the organisation was not accomplished six months
ago. Manchester masters tell me that, in the past,
they have asked the War Office again and again for
a statement of what was wanted, only to be put off
with a polite acknowledgment or a reference to
the Labour Bureau."

On the following day | spoke in similar terms at

Liverpool. | repeated my reassurance to the workers

about the temporary nature of the relaxa-

The Liverpool tions of ordinary rules and practices which
meeting they were being asked to accept.

A resolution was carried, pledging
those present to do all they could to increase the output
of munitions. This resolution was seconded in a
significant speech delivered by one of the workmen's
representatives. It is worth quoting :—

" Mr Clarke, arepresentative of the Amalgamated
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Society of Engineers, seconded the resolution. He
said : ' We have learned now that things are not
going so well at the front as we thought they were.
Certain newspapers have hidden the truth from
us, and have presented too rosy a picture. It was
only yesterday when they heard Mr. L1oyd George's
speech* that the workmen realised the terrible
urgency of the matter. Now that we know, | am
sure that there will be no difficulty." "

Press comment on this speech stated —

" The general feeling in representative trade
union circles in London with regard to Mr. Lloyd
George's speech is one of unanimous agreement.
One prominent trade unionist sad: * We are
delighted with the definiteness of the speech, and
only wish it had been given eight months ago.
We have been annoyed at the campaign in favour
of conscription, because we knew there were hun-
dreds of thousands of men for whom no equipment
could be immediately obtained. . . ."

While | was thus engaged in stimulating the

organisation of the country for munition production,

the Ministry of Munitions Bill was carried

Ministry of ~ through Parliament. This measure set

MunitionsAct up the new Ministry and gave it its

powers. They were laid down as follows

in Clause 2 (1) of the Act. | quote that section as it

is a good example of the comprehensiveness and

elasticity required in legislation for coping with an
emergency.

* My gpexth at Manchester.
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" The Minister of Munitions shall have such
administrative powers and duties in relation to the
supply of munitions for the present War as may be
conferred on him by his Majesty in Council, and
his Majesty may also, if he considers it expedient
that, in connection with the supply of munitions,
any powers or duties of a Government Department
or authority, whether conferred by statute or other-
wise, should be transferred to, or exercised or per-
formed concurrently by, the Minister of Munitions,
by Order in Council make the necessary provision
for the purpose, and any Order made in pursuance
of this section may include any supplemental
provisions which appear necessary for the purpose
of giving full effect to the Order."

In other words, thejob of the new Ministry—the
responsibilities hitherto held by the War Office or
Admiralty which it was to take over and the new tasks
it was to undertake, were not defined by Act of Parlia-
ment, but left to befixed by Ordersin Council, which,
without the waste of valuable time involved in
Parliamentary procedure, could adapt the power to
the need as it arose.

At the outset it was broadly laid down that the
new department should be guided by the " general

requirements and specific requisitions”
tIDr]ifllr\;;itlrn?g?;s of the Army Council. This might have
powers been taken to mean—and indeed, the

Army Council did its best to impose such
an interpretation—that the Ministry was no more
than a Supply Department unable to exercise any
initiative and only empowered to act on programmes
and orders transmitted to it from the military author”
ties. Fortunately, however, the Order in Council
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defining my functions was more explicit. It set out
that my duty was :—

" to ensure such supply of munitions for the
present War as may be required by the Army
Council or the Admiralty, or may otherwise be found
necessary"

This final saving clause which | have italicised,
gave me authority, of which | madefull and industrious
use, to acquaint myself directly with the needs
present and future of the Army and make plans to
meet them. Had | been limited by the shortsighted
vision of the Army Council we should have continued
to be in arrears with supplies to the end of the War.

On this matter | am tempted to quote an extract
from the official history of the Ministry of Munitions.

_ This book was written years after | had
ygfg"?mf left the Ministry. | had no responsibility
icial : .
History" for its preparation, and as a matter of
fact was not consulted as to any part of its
contents. Referring to the interpretation | placed
upon my functions at the Ministry, it says :—

" This wide view of his position and responsi-
bilities is reflected throughout his career as
Minister of Munitions, and hisvision of the character
and probable length of the conflict that lay ahead
not only had a profound effect on the munitions
programmes actually adopted in his period, but
enabled the Ministry to meet much larger pro-
grammes later on. He laid the foundations of the
Ministry's productive capacity on a scae so vast
that it was almost sufficient—as far as guns, gun
ammunition, rifles, machine-guns, and trench
warfare supplies were concerned—to carry the
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country to the end of the War. The great develop-
ments undertaken under his successors were prin-
cipally directed to meet new demands for aircraft,
for chemical warfare, and for increased quantities
of steel for shipbuilding, motor transport, tanks and
railways."

A good deal of play has been made in some quarters

with the fact that the new factories organised by the

Ministry of Munitions, and the fresh

?A‘?f‘?'s‘tceo“the orders for shells which it issued, only

MY s DEgan to bear fruit on a large scale by

the spring of 1916, and that until that

time the bulk of the supplies reaching our armies in

the field were in respect of orders given by the War
Office before the new Ministry was created.

| have not the slightest desire to claim any unmerited
approbation for the Ministry of Munitions, or to rob
the War Office of the smallest of itstrue titles of praise.
But in loyalty to the many splendid colleagues who
co-operated with me for munitions production, and
to the magnificent work they performed, | am bound
to point out that this suggestion isill-founded.

It is true that, partly under pressure from the
Cabinet Committee on Munitions, and the Munitions
of War Committee, appointed in the spring of 1915,
to the activities of both of which | have already
referred, the War Office had by the beginning of
June, 1915, placed extensive orders at home and abroad

_ for shells. But it was one thing to order,
g’r\’grergﬁ'ce and quite another to ensure delivery. By
ineffective  the 29th May, 1915, out of 5,797,74

shell bodies ordered by the War Office
for delivery by or before that date, only 1,968,252 had
actually been delivered—this after ten months of war.
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A more important consideration is the fact that of the
shells actually manufactured a comparatively large
number were not fitted with fuses and filled with
explosive. They were just a collection of harmless
steel mugs. The deps taken by the Ministry to
reorganise the munitions industry throughout the
country and to speed up production during these first
seven months of its existence were successful in bringing
up the total of deliveries on War Office orders from
the two millions at which it stood on ist June to 14
millions by the end of December, 1915, and for the
first time adequate measures were taken to complete
these with fuse and explosive.
The failure of the War Office orders to materialise
was largely due to its stubborn and stupid adherence
~ to the policy of dealing only with the
Bve“edSQ““e recognised armament firms, and leaving
ar Office . .
policy these firms themselves to organise—
or leave unorganised—the rest of the
engineering industry in the country. The Ordnance
Department could have exercised complete control
over the manufacturing resources of the country ;
powers for that purpose had indeed been thrust upon
them by the Defence of the Realm Act which | brought
in on 9th March, 1915, but no great use had been
made of them. The Ordnance Department was still
convinced that it was too risky to entrust the manu-
facture of munitions to inexperienced firms, and that
the only safe course was to give the order to the well-
established armament manufacturers, leaving it to
them to peddle out the simplest components. As far
as American orders were concerned, a departure from
this principle was enforced by the Cabinet Com-
mittee, although control was impossible and super-
vision difficult over production in the States. At
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home, where both supervision and control were
practicable, War Office stubbornness was invincible.
One of _ the attributes of small minds. is that
they resent a change in their accustomed methods
merely because it implies a censure on their past
record.

So far as the yield of War Office orders was con-
cerned, the difference between the deliveries from
August, 1914, to June, 1915, and those from June,
1915, to April, 1916, was due largely to the fact that
during the latter period the Ministry of Munitions
had taken on the direct organisation of the outside
firms and of the labour for munition production, and
after August, 1915 had dso taken charge of the
Government ordnance factories, including the Royal
Laboratory at Woolwich, which at that time was still
responsible for nearly the whole of the shell filling
and completion, and was doing the job by tedious

and antiquated pre-war methods. M.
“T"Hofr'ns?egn Albert Thomas, the French Munition
Woolwich Minister, who visited Woolwich at this
date, called it " une vieille boite"

As | have already indicated, the lack of foresight
on the part of the War Office was further shown by
war office  Itsfailure to set up a programme authority
failure to to study the necessities, possibilities and
work out probabilities of the future—as distinct
Programmes - trom the mere tabulation of quantities
due on contracts placed. It is necessary that |
should develop the full effect of this oversight.

When certain munitions or components had to be
manufactured, the Ordnance Department never
undertook a careful survey of the reserves of manufac-
turing capacity available in this country for that
purpose and how that capacity could be best utilised for
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the provision of an adequate supply. Had they done
so they would, have discovered that in order to exploit
these reserves to their full capacity it was necessary
to secure certain machine tools, gauges and gadgets,
the manufacture of which would occupy severa
months. The fact that this had not been seen to at
the very beginning of the War had not merely wasted
the period of ten months which had already elapsed,
but the delays involved a further wait of severd
anxious and fateful months before the process of
manufacturing guns, rifles, machine-guns and even
shells on an adequate scae could be even commenced.
A third and in some respects a more disastrous
failure was their complete neglect to investigate the
explosives problem. They had taken no deps to
enlarge their capacity for filling shells even to the
l[imit of the orders which they themselves had already
given for shell bodies. In fact, they had not even
considered the question of whether there was a suffi-
cient supply available of the explosive material with
which these shdls were charged to meet even the
requirements of their own limited progranmes. Asl|
shall point out later on, the War Office had been
already warned by Lord Moulton that the available
supplies would not be forthcoming in sufficient
quantities and that the nature of the explosive would
therefore have to be changed. Had this deplorable
blunder not been remedied in time, the British Army
could not have been equipped in 1916 with a third of
tbe material needful for the operations.

The Ordnance Department administered

;“;'(ngi?%ﬁs a prescribed system, and it was passive,
o if not hostile, where new expedients
were concerned. This passivity was shown

in the matter of Lord Moulton's request for
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executive powers in regard to the high explosives
in December, 1914 ; in the proposed extension of his
sphere to propellants in the spring of 1915 ; in the
delay in the adoption of newer forms of high explosives,
and in the reluctance to approve the Stokes gun.
Perhaps the most striking illustration of the limited
horizon of the War Office authorities can be found in
their refusal (backed, it may be observed, by the
Secretary of State) to admit the necessity for the guns
which in August, 1915, | ordered in excess of War
Office demand. This is an incident with which |
deal more fully elsewhere.

Most of the special steps that were taken after the
formation of the Ministry of Munitions to stimulate
production could equally well have been taken in
1914. It was to those special steps that the greatly
accelerated yield on account of outstanding War
Office orders in the latter part of 1915, as well as the
immense augmentation of output in 1916 on direct
orders of the Ministry, was mainly due.

In the month of July the Ministry of Munitions
took over from the War Office responsibility for

the administration of outstanding contracts.
t‘;igif}; b Its work therefore had a dual character.
e mmery |t had, on the one hand, to speed up these

existing contracts, consulting closely and
co-operating actively with the existing armament
firms in order to relieve their difficulties in regard to
materials and labour, while on the other “and it was
at the same time opening up fresh sources of supply,
both by organising outside firms for munition pro-
duction, and by establishing new Government fac-
tories, and securing equipment, labour and materials
for their use.

It requires some effort to envisage the wide range
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of our task. Few people would at the outset imagine
how much is covered by the phrase :

I\\ﬁ\f,ld,es[angeo " Munitions of war," or dream of the

MINISYS  colossal  ramifications of the industries
concerned in their production.

The making of a gun or a shell-case, for instance,
involves the metal trades, blast-furnaces, steel works,
iron and steel foundries, forges, stamps, drops and dies,
rolling-mills, drawn rod and wire works—and behind
them, the colliery and the iron-ore quarry.

It requires factories, and these in turn require
machinery, covered electrical plant, factory equip-
ment and machine tools ; engines, pumps, turbines,
road and rail transport; boiler-making and
constructional engineering work.

The explosives for filling and propelling the shell
from the gun involve the output of chemical works,
dye works, gas works, and a great deal of very careful
laboratory experiment, investigation and testing.

Small arms and ammunition, and all the miscel-
laneous stores used in trench warfare, involve numerous
components all requiring ferrous and non-ferrous
metals in manufactured forms, woodwork, textile
products, optical glass, vulcanite.

Shells loomed so large in the public eye at the time
when the Ministry was formed, that there is a danger
of the fact being overlooked that the department
became responsible for the production and supply,
not only of ammunition and guns, of rifles and
machine-guns, but also of mechanical transport,
trench warfare stores, optical munitions and glass-
ware, metals and materials, tanks, bombs, poison gas,
railway material, machine tools, timber, electrical
power, agricultural machinery, mineral oils and
building materials.
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In place of the War Office method of contracting
with a few experienced firms for supplies of finished
Ministry's articles—a method which had worked
directconcern Satisfactorily in peace-time, but had
withevery stageproved quite inadeguate to this war—the
inproduction - Minjstry of Munitions had to concern
itself directly with the production of every raw material
and intermediate stage of manufacture of each com-
ponent in its munitions supplies ; and this in regard
to a range and variety of armaments hitherto
undreamed of.

2. CENTRAL AND AREA ORGANISATION

When the Ministry of Munitions Act was laid
before Parliament at the beginning of June, 1915, the
existing bodies for the providing of munitions were
three in number, viz. :—

(@ The Munitions Supply Organisation under
the War Office, presided over by the Master-
Preexsing CeNeral  of - Ordnance, run  amost
bodiesfor  exclusively by Army officers, with the
munition  gddition of one important civilian in-
productiontrder in the person of Lord Moulton,
who had been given a position as chairman of the
Committee of High Explosives supply ;

(b) The Armaments Output Committee, which
Lord Kitchener had st up with Sir Percy Girouard
and Mr. G. M. Booth at its head, originally to
take up the problem of labour supply, though it
had actually made an extremely useful but limited
start on the question of area organisation ;

(c) The Munitions of War Committee—now
virtually defunct, as its Chairman had become
Minister of Munitions (designate).
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In the course of the month of June most of the
supply functions for which General von Donop's
department had been responsible were transferred
to the Ministry, which aso amalgamated with itself
the work of the Armaments Output Committee ; so
that by 14 July, in place of the three bodies | have
mentioned, there was now the one Ministry in charge
of output and supply. Woolwich Arsenal remained
under the Ordnance Department until August, 1915,
and responsibility for design and invention until the
end of the year.

Four departments were at first set up : Sir Percy
Girouard undertook munitions supply ; Lord Moulton
Original explosives  supply ; Brigadier-General
departments L. C. Jackson the Engineers' Munitions
ofthenew  Department, and Mr. Beveridge took
Ministry charge of the Secretariat and the
organisation of labour.

Supporting them was an array of the experienced
business men | have mentioned. | will not detail the
whole of this original organisation, but illustrate
its structure along one branch. Sir Percy Girouard,
the Director-General of Munitions Supply, had
immediately under him nine men, each in charge
of a particular job or group of jobs. One of
these, Mr. Eric Geddes, held the position of a
Deputy Director-General of Munitions Supply. He
was st to supervise a group of sub-departments,
each in charge of an experienced man ; Mr. Moir
was responsible to Geddes for machine guns; Mr.
Hopkinson for small arms ammunition; Mr. Brown
for rifles; Major Symon for guns and equipment,
ammunition wagons and optical munitions ; and
Mr. D. Bain for horse-drawn transport vehicles.
As the War progressed, several of these sub-
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departments grew in importance, and required
the undivided attention of a Deputy Director-
General. Before | left the Ministry, munitions supply
was one of three supply departments (the others being
explosives supply and trench warfare supply), and
was divided into ten main sub-departments, half of
which were again sub-divided into four or five sections ;
and these various departments, sub-departments and
sections were being run by experienced business men
on busness lines.

It was in such fashion that we modelled our head-
quarters. In the same spirit we approached the

Area organisation of the country into aress for
organisation: Munition production.
district | have already mentioned how the

committees  Armaments Output Committee, acting
under the direction of the Munitions of War Com-
mittee and with my active support, had in April and
May made a beginning with this task of area
organisation.

In a number of areas district committees were st
up to co-ordinate munition production, and they
undertook the establishment of national shell factor-
ies in their centres. The first of such schemes was the
one adopted at Leeds, which received Government
sanction on 13th May, on the recommendation of the
Munitions of War Committee. A description of this
Leeds experiment was published in leaflet form,
entitled National Munitions Factories. Working Model,
with aview to stimulating similar movements in other
districts.

The tour which | undertook during the first week
of June had as one of its objects the encouragement
of this system. At all meetings | urged that no
time should be lost in setting up committees, and

voL. 1 R
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recommended that as far as possible districts should
co-ordinate their efforts so as to form one organisation
rather than several.

Very widespread zeal and activity was aroused by
this appeal, and the effect was greatly to accelerate

local organisation in the districts |1 had
EncouragementVisited. This spirit of energetic devotion
of local efforts to the task of making good the munition

shortage became general during June.
Deputations from local committees called daily at the
new Ministry. Many of these | saw and did my best
to stimulate, direct, and asss. A copious correspon-
dence poured in from business men offering their
services and asking for information in regard to
requirements,  specifications, contracts, labour.
Business men were encouraged to offer their services
and they responded to the more sympathetic treat-
ment accorded to them. It was imperative that any-
thing in the nature of delay and confusion at this
stage should be avoided, and | quickly saw that the
branch in the Ministry dealing with local matters
would have to be strengthened.

Early inJune Mr. Stevenson, who had joined Mr.
Booth's " District Department” almost immediately
Mr. Seven-  aiter the formation of the new Ministry
son'sscheme and had taken up work in connection
forarea ~ with the organisation of local committees,
organisation \yas asked by me to submit a scheme of
area organisation.

I givetheoutline of theplan adopted for areaorganisa-
tion as it may be of value to those who will be called
upon to organise the national energy for other tasks.

The scheme adopted was generally described by
me in a speech in the House of Commons on 23rd June
as follows —
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" No staff, however able, could adequately cope
from the centre with the gigantic and novel charac-
ter of the operations which must be put
speechof through during the next few weeks if the
23d June country isto besaved. Wehave, therefore,
decided to organise the country in districts.
| am relying very considerably upon the decentrali-
sation which | have outlined. Thereis no time to
organise a Central Department which would be
sufficiently strong and which would be sufficiently
well equipped to make the most of the resources of
each district. . . . There is only one way of
organising the resources of the country efficiently
within the time at our disposal. That is that each
district should undertake to do the work for itself,
and that we should place at their disposal every-
thing that a Government can in the way of expert
advice and in the way of material, because we have
ourselves offered to supply the material wherever
itisrequired. Anything in the way of expert advice,
specifications, samples, inspection and material—
that we can supply ; but we must rely upon the
great business men of each locality to do the
organisation in those districts for themselves ; and
they aredoingit."

Here is Stevenson's description of his methods :—

" The first thing | did was to call for a map. |
might as well have called for the moon. But,
nothing daunted, | went out and bought
Stevenson*s gne, for the price of which the Govern-
poout o ment still owe me. | divided the map
into ten areas, the limits of which (with a

few exceptions) followed county boundaries, and

proceeded on the ordinary commercial lines of
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decentralisation. This scheme was approved by
Mr. Lloyd George, and an Area Office was estab-
lished in each (viz. Newcastle, Manchester, Leeds,
Birmingham, Cardiff, Bristol, London, Edinburgh,
Glasgow, Dublin, and Belfast) with the object of
relieving the pressure at headquarters, securing
local information and disposing of sectional difficul-
ties. Curiously enough, one county was left out—
Hereford—with the remark : * We will leave that
to the Board of Agriculture!" But in that neglected
county the greatest shell filling factory in the
Kingdom was later built. . . ."

Within the main Areas nearly fifty Boards of
Management were appointed. The procedure was
_ somewhat as follows: The Boards of
AreaOffices  Management would undertake orders for
and Boards of Lo e
Management SPecified quantities, say of shell, to be
delivered within specified dates at a
specified price. These orders were distributed amongst
various engineering firmsin the district, or entrusted
to National Factories managed by the Board, and the
Boards were responsible to the Government for the
shells manufactured.

The Area Offices exercised a general supervision
over the local Boards of Management within their
areas, and were each provided with an Organising
Secretary, a Superintending Engineer, and a Labour
Officer. The Secretary combined with secretarial
duties the work of Establishment Officer and of sub-
accountant for the district ; was responsible for deal-
ing with applications for petrol by firms engaged on
munition work and a variety of other tasks. The
Engineer was charged to develop the resources of the
Area as fully as possible along the lines laid down from
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time to time by the Minister of Munitions, to ascertain
details of and report on available machinery, to inspect
National Shell Factories, advise on the capabilities of
firms, and report on the progress of contracts. The
Labour Officer had, of course, to supervise the supply
and distribution of labour ; and the great expansion
of the work in connection with dilution, and the in-
vestigation of general conditions of labour led later on,
in November, 1916, to the splitting-up of this work
between two independent officers, dealing respectively
with dilution and investigation.

It would be a mistake to suppose that all this har-
nessing of local energy and creation of district organi-
sation went through easily and smoothly. Particularly
in the early dages it required constant attention
and very careful handling to ensure that the
machinery worked.

Frictions and hitches had constantly to be overcome,
and an agreed method of working settled. | had
constantly to settle local and general questions—
some important, many trivial—which delayed action.
On 26th August, 1915, | issued a memorandum
entitled : " Decisions for the Guidance of Boards of
Management,” which summarised the conclusions |
had come to with them on the basis of our conferences,
and this served thenceforward as their charter.

Summarising briefly some of the results obtained by
these Boards of Management in the recruiting of

hitherto inexperienced firms for munition
iug:mafy of production, I may say that in the course
achievements  Of the War they secured an output of 65

million empty shell, and over 606 million
components ; nearly 10 million trench warfare
articles and over four million itemsin connection with
aeronautical supplies. Nor was this great work done
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regardiess of cost to the State, for it is estimated that
the National Factories managed by these Boards
saved the country £i f million based on the standard
prices hitherto charged by contractors for the various
articles produced.

There are many things which were done in the
War that experience has taught should be done
differently another time—though Heaven forbid there
should be another time! But the ultimate opinion
of everybody acquainted with the Area Organisation
and the Boards of Management, as war-time organisa-
tions, is that exactly the same policy should be again
adopted, were it ever to become necessary once more
to harness the outside resources of the country to
armaments supply.

Such was the machine we constructed. My next
concern was to devise methods which would ensure

that every department got ahead with its

Driving  job at full speed, and that breakdown or
adop?eds failure in any quarter should be promptly

remedied instead of being allowed to drift
on unnoticed till disaster occurred.

The Ministry had st things moving in the country
as aresult of my tour of some of the industrial districts
and of the communications with industrial leaders,
employers and workmen throughout the country. |
had gathered a very able staff of first-class men at
headquarters to do the work. It remained now to
drive the machine at full speed as soon as it was
put together.

So | proceeded to institute a system

Weekly under which, as each department of the
reports Ministry was organised—guns, explosives,
shells, machine-guns, bombs, factory con-

struction, labour supply, and so on—its head should
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make a weekly report of the progress of the branch to
Mr. W. T. Layton (now Sir Walter Layton), who had
been appointed Director of Statistics, and that he
should collect these reports and furnish me with a
weekly summary. As soon as each branch definitely
got into working order and was in a position to start
production it was asked to submit a statement
showing its anticipated output week by week. The
weekly reports of results actually achieved were
constantly checked against the figures of anticipation,
and we were thus able to sejust how far each single
section was keeping abreast of its task.

The weekly budget prepared by Mr. Layton,
showing the promises and performances of each
department, would be handed over to me at the week-
end, and | would take it down with me to my cottage
at Walton Heath ; for whenever | could, | would
escgpe from London on Saturday. There | would
take this weekly budget, and go carefully through it,

scribbling notes to be subsequently dic-
Specimens of  tated and sent to the departmental heads
g‘oﬁ‘rﬂf;‘ti”d on points which struck me in regard to

the progress of the work. A few specimens
taken at random will serve to illustrate these
minutings:—

DR. ADDISON.
Weekly Report.
Trench Warfare.

The discrepancy between promise and deliveries
is discouraging. What steps have been taken to
Speed it up ?

Bomb deliveries are aso disappointing.

D.LL, a
30/9/15-
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SIR FREDERICK BLACK.

Motes on Weekly Report for Week Ending Sept. 18th.

The contrast between shells promised and shells
delivered is most discouraging, and the discrepancy
is bad enough for contractors ; but when you come
to the national shell factoriesitis grotesque. Isthere
no means of improving the situation ? Whose duty is
itto call for explanationsfromindividual contractors
and from Boards of Management, and whose duty
isit to keep them both up to the mark ?

| am afraid that the department dealing with
this phase of our work is considerably overtaxed.
The men in charge are exceptionally able men,
but they have too much to do.

Filling Factories.

Having regard to the urgent importance of
increasing our filling capacity, this report is not as
encouraging as | would wish it to be. The inter-
views at the conferences we have had the last two
or three days will improve matters, but | hope
specia attention will be directed to this all-import-
ant branch. Both in the matter of national projectile
factories and filling factories | urge that the great
builders should be called into conference and
invited to assgt us by placing at our disposa men
who can speed up erection of these buildings.
Pleese ¢ that this is done. D LL.G.

30/9/15-
GENERAL DU CANE.

| understand that the lag in the delivery of six-inch

Howitzer shell is partly attributable to the delay in

delivery of certain cartridges for N.T.C. charges.
Could this be hurried up ? QLL.G.
14/3/16.
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GENERAL DU CANE

As there has been a good deal of trouble about
ineffective fuses and gaines, | am very anxious there
should be no further failures. You spoke very
highly of the latest designs, but | should like to fedl
that the test has been of such a character that
nothing is left to chance. So much depends upon
these latest designs ; if they fail, the ammunition
at a very critical time would not achieve the
necessary results. | should be very glad if you
would, therefore, take the necessary deps for
proving on a considerable scae the efficiency of the
new designs. BT p

10/5/16.

In addition to firing this bombardment of notes
and queries at the departmental heads of the Ministry,
| was, of course, in constant personal touch with them
through the week, providing them as far as possible
with stimulation, correction and counsel. | was at
the office from 9 am. until 8 p.m. and often later,
and available for consultation with the officials of the
Ministry when any difficulty arose.

Very early in the working of the Ministry | began
the system of calling a weekly meeting of the heads of

departments, at which | could discuss
Weekly verbally with them the features in their
meetings weekly reports, and any matters arising

in my minutes to them which required
further consultation.

It was a great advantage and saving of time to
have them all together for these meetings. For when
one of them was asked why his output was failing to
keep up to the level estimated for it he might give the
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explanation that he had not been supplied with some
raw material, semi-manufactured product, or other
component which was essential for the output of his
particular section. In such a case, as the officer
responsible for the supply of that missing component
would aso be present, the matter could be thrashed
out without delay and a great deal of time and paper
saved which would otherwise have been used in
following a conventional routine of noting one man's
complaint, sending it to another for comments, and
thereafter having a docket flying about like a shuttle-
cock from department to department, while excuses
instead of output were being multiplied.

My aim throughout was to tone up this staff to a
pitch of high endeavour by every appeal that moves
men to do their best—by praise ; by emulation ; by
fear of exposure to criticism ; and, above all, by the
urge of a genuine spirit of patriotism. | think all those
who were familiar with the working of the Ministry
will agree that this aim was very successfully realised.

These meetings dso stimulated healthy competi-
tion. No departmental head cared to have attention
drawn to deficiencies in adapting performance to
promise at meetings attended by his colleagues.
There was no time to consider susceptibilities. The
nation was in gravejeopardy and time counted. We
had already lost months, we could not now afford to
lose even a day.

The work of the whole Ministry was very closely
interlocked. Failure to keep abreast of shell-filling
might be the result of a failure to supply fuses or high
explosives. Thismight proceed from alabour shortage
in aparticular district. In the weekly conference the
trouble could be tracked down immediately to its
root, and the responsible officer charged to rectify it.
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Meantime some arrangement might be improvised
to get temporarily round the difficulty.
One immense advantage of these meetings was that
in course of time they built up a very strong team-
spirit among the men | had gathered round
Gromthof ~ me. They were adiverse crowd—each an
teamspirit  experienced leader accustomed to run his
own business and to give orders rather than
to receive them. It was essentia for the success of
the Ministry that they should learn to curb their
independence, and to co-operate with each other.
They began the process at these weekly meetings,
even if at first it was occasionaly in the role of mutual
accusers. By degrees they grew to be really friendly,
and with one or two possible exceptions they ended by
becoming a close-knit band of fellow-workers, with a
healthy esprit decorps.
My efforts to stimulate progress could not, of course,
be confined to the staff of the Ministry. | had to be in
~continuous touch with industry all over
Consultations the country.  Frequently | would send
manufacturers fOr the manufacturers in some particular
line—guns, rifles, machine tools—to con-
sult with them about their output and stir them up to
greater activity. | travelled round the country,
visiting works and speaking to the workers, smoothing
over labour difficulties, composing quarrels, urging
increased output. The honour of the nation at home
was pledged to our men at the front, that they should
be furnished as fully and as speedily as was humanly
possible with the weapons and defences that they
needed in their struggle ; and | held myself respon-
sible that no effort should be spared and no reasonable

expedient neglected to secure the fulfilment of that
pledge.
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| have been a pretty hard worker all my life, from
boyhood right up to the present day. But | have
never worked harder than during the period when |
was carrying through the organisation of our munition
supplies—not even during my Premiership, strenuous
and arduous as those years were.

| generally worked an hour or two before breakfast,
perusing essential papers and annotating them. It

. was my custom to invite to breakfast
Mydaily — people who wished to see me, or whom |
Poure™ wished to s on munition business ;

sometimes important and influential
American visitors wanted to discuss matters of
moment with me, not necessarily connected with the
Ministry of Munitions, and breakfast was a convenient
opportunity for meeting them.

But my day would have started much earlier than
this. As | have aready mentioned, | would from
the moment of waking have been at work upon papers
and reports which | had taken overnight to my
bedside.

By nine o'clock | was at work in my office at the
Ministry of Munitions. The pressure of the task
made it inevitable that many ancient traditions
should be broken. After dealing with any important
letters or documents which had come to hand, there
would be some matter which | had already decided
to tackle that morning—maybe guns or shell-filling
or rifles—and there would be departmental heads to
$e and their problems to settle; arrangements to
make about division of raw material, perhaps, between
rival claimants for its use, and so on. Often, too,
there would be Cabinet Meetings to attend in the
morning, although for the first few weeks of my
tenure of the Ministry, imperative business prevented



THE MINISTRY OF MUNITIONS 285

my attending. | was told that at one meeting Mr.
Balfour asked : " What has become of the Minister
of Munitions? | have not seen him for some time."

Lunch would probably be used, like breakfast, as
an opportunity to meet someone with whom | had
urgent munition business to discuss.  In the afternoon
the House of Commons claimed me, though as soon
as | had replied to the numerous questions affecting
my department which were habitually on the Paper,
| would escape, if the nature of the succeeding business
made it possible, to get on with myjob.

Constant difficulties arose with the War Office,
which necessitated consultations with Lord Kitchener,
and frequently with the Prime Minister. These
were often lengthy matters. The War Office was at
that period a perpetual source of obstruction.

Labour difficulties involved me in frequent visits
toindustrial centres, and consultation with deputations
of workers or shop stewards. Especialy in the
earlier days, before the control of profits had become
general, there was a bad spirit stirring among the
men, and syndicalist agitators caused a good deal
of trouble. In this respect the Glasgow district gave
us the most trouble, although there was considerable
agitation of an obstructive character in the Newcastle,
Sheffield, and other areas.

| need not refer to the various public meetings |
had to address from time to time round the country,
in order to rouse the nation to the vital issues con-
fronting us, and keep up enthusiasm for munition
output. My recollection of those days is one of an
unceasing drive. Although | was urging on the
Ministry and all my staff there as hard as | could, |
think I can claim that | asked from none of them an
effort greater than | was myself making.
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3. THE PROBLEM OF LABOUR

Looking back to-day upon the problem which
from the outset of the War confronted the nation in
regard to the arming and equipping of our troops,
it ssems a little curious that at the beginning

of the hostilities there was in some
Early fears of Quarters expectation and fear of acute
unemployment ynemployment. Within thefirstweek, the

Cabinet Committee on the Prevention
and Relief of Distress, of which the President of the
Local Government Board, Mr. (now Sir) Herbert
Samuel, was chairman, invited the Mayors and
Provosts throughout the country to form local
committees to provide against unemployment.
Local authorities were urged to expedite public
works and to frame schemes which might be put in
hand if serious distress should arise. Acting on this
impulse, employers and workers in the engineering
industry held a meeting on 19th August, 1914, "to
discuss ways and means whereby the unemployment
contingent upon the national distress may be
minimised.” The Director of Army contracts issued
in the same month from the War Office a circular
entitled : " Memorandum as to minimising of un-
employment during the War," in which he recom-
mended the abandonment of overtime work as a
means of spreading the available employment among
as many hands as possible.

By mid-September, however, the Board of Trade
_ discovered that the feared unemployment
fs;szrmd was not materialising ; by November
workers there was an unsatisfied demand for 6,000

armament workers, and the shortage of
labour grew as the need for munitions increased
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until the deficiency of workers became one of our
greatest problems.

The Cabinet Committee on munitions, the
appointment of which in October, 1914, | have
already described, was not called together from 23rd
October until 23rd December ; and at this latter
meeting the supply of labour was found to have
become a matter of acute difficulty.

There were three main causes operating to accen-
tuate the labour difficulty. The first was the fact
that enlistment had been particularly heavy in the
big industrial districts, especialy those associated
with engineering. Between 4th August and 4th
November, 1914, the enlistment per 10,000 of the
population had been only 80 in the East of England

and 88 in the South-West, while it was 150
Causes of labour jn Y orkshire, Durham and Northumber-
shoriege ©|and, 196 in Warwickshire and Midland

Counties and 237 in Southern Scotland,
in all of which areas the population was mainly
industrial. The same high percentage of recruit-
ment obtained aso in South Wales and other
industrial centres. By October, 1914, 12.2 per cent,
of the male workers in the engineering trades had
enlisted—a proportion which rose by July, 1915, to
19.5 per cent. In far too many cases it was the most
energetic and competent skilled workers who rushed
to the colours and the less efficient who were left behind.

The second cause was the fact that as labour grew
less plentiful and the demands on it increased,

workers found themselves in a stronger
Bargaining ~ bargaining position than they had ever
power ofthe  experienced.  Employers were unwilling
workers to quarrel with and dismiss a worker
whom they would find hard to replace, and there



288 WAR MEMOIRS

was a growing competition to secure the services of
the skilled artisan. |If dismissed from one post he
could get another job immediately, often at higher
pay. This led to a tendency among some workers
to bad timekeeping, dackness at their work and in
certain caxs to excessive drinking. The number
against whom such charges would be brought was no
doubt a relatively small percentage of the whole body
of workers. None the less, the failure of a few men
in a factory to keep their own process up to time had
often the effect of holding back all the other workers
engaged on the job. As a result, we were getting
nothing like the full possible output even from the staff
of workerswhich thenation still retained initsfactories.
A third cause of the shortage of labour for munition
production was the fact that the War Office policy
was, as | have said, to deal only with a
War Office  |imited number of firms. In consequence,
Fc’g'r;%gt‘;fg"’ most of the engineering shops in the
country were doing little or no work for
munition production, but were carrying on with
private contracts, on the principle of " busness as
usual." This meant that a considerable proportion
of the engineering labour in the country was not
being mobilised for munition production.
For solving the labour problem, therefore, it was
obvious that the steps needed were :—

(@ To check the enlistment of skilled men ; if
possible to recover from the Army those who had
Sepsneeded@ready joined up ; and ultimately to
toremove dilute the available supply by bringing
|abour in as much additional unskilled labour
shortage a5 could be safely utilised in the processes
of manufacture.
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(b) To induce workers to keep better time and
abstain from slacking at their work and continually
changing their employer.

(c) To ensure a more rigid control of drinking
facilities in munition areas.

(ff) To train and employ women for the class
of work for which they were suitable.

(6) To bring the needed munition work and the
available labour in the kingdom together, either
by transferring all workers to the established
armament firms, or by spreading our production
among all the shops in the kingdom.

Prior to the setting up of the Ministry of Munitions,
the handling of the labour problem was primarily
the duty of the Board of Trade, working in consultation
with the War Office. The Board of Trade gave a
great deal of time and effort to this task and worked
out various schemes for dealing with it. A number
of causes, however, combined to hinder these schemes
from having the desired effect.

At the Committee of Imperial Defence on the
27th of January, 1915, Lord Kitchener expressed
Lord Kitchener €S that any attempt to conserve to
objectstoreleasBritish manufacturers their pivotal men
of muniton  might directly or indirectly prejudice
workers recruiting more than seemed likely at
first sight. He objected to any system which entailed
the rejection of any willing recruit. In consequence
of Lord Kitchener's attitude, the only conclusion
reached by the Committee was a recommendation
that when a valuable man in industry was recruited
the firm should fill his place with some man or woman
ineligible for the Army.

In the course of January, 1915, arrangements were

voL. 1 s
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made whereby valuable skilled men serving with the
colours could be released and sent back to the munition
firms from which they had gone out. But no con-

siderable numbers were actually released
War Office  under this system until the late summer.
ﬁi‘?géﬂge?hmA War Office scheme for " badging"

was brought into existence in March,
1915, but during the first seven or eight months of
the War, when enthusiasm for enlistment had been
at its height, the most vital industries suffered losses
which no subsequent efforts could altogether repair.
When once a man had joined the colours no power
could make him return to civil work against his will,
and the influence of all his military superiors, from
the General Officer to the youngest corporal, was
exerted to keep him in the Army if he looked like
becoming a useful soldier.

Broadly, therefore, it may be said that the activity
of the recruiting officer in denuding the country of
its best skilled workers was subject to no effective
check during thefirst year of the War. Every outside
influence was against the retention of the artisan at
home—especially the patriotism of the worker, who
often could not be persuaded that his work was neces-
sary to the equipment of the Army. Moreover, during
the period of voluntary recruitment the man who
remained at his home post was liable to be taunted
as a coward and insulted in the streets with white
feathers.

Arising out of the discussion in the Cabinet Com-
mittee on munitions on 23rd December, 1914, various
efforts were made to bring about the expansion and
dilution of the available labour. Belgian workmen
were taken on as fully as possible, and a certain
number of women were brought into armament
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work. The first systematic attempt to enrol women
for replacement of male labour was made, by the

Board of Trade on 16th March, 1915. In
Introduction of two-and-a-half months, to 4th June, 1915,
it some 78,946 women were enrolled on

the Specia War Register for women
for work connected with munitions, but only 1816
of these were actually given jobs.

The subsequent history of women's work in the
production of munitions is one of the brightest
chapters in the story. | give elsewhere some account
of their efficiency and of their fine devotion and
courage in connection with shell-filling. It was one
of the many curious revolutions effected by the War
that the lead in organising women and girls for
national service was taken by the very people who,
prior to the War had been, in the cause of women's
suffrage, the thorniest opponents of the Government.
Mrs. Pankhurst and her daughter Christabel,
Miss Annie Kenney, Mrs. Drummond and other
prominent suffragettes were prime moversin this new
crusade.

On 18th July, 1915, they headed a great Women's
War Pageant, in which thousands of women demon-

strators marched for miles along London
Women's War streets through rain and mud, escorting
Pageant a deputation that waited on me, as

Minister of Munitions, to express their
welcome of the National Register and to offer their
services to help the country. While voicing the
demand of the women to be permitted to take part
in war work, Mrs. Pankhurst dso put in a plea
for wage conditions which would safeguard their
standard of living and prevent them from being
sweated or exploited by manufacturers. In reply
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| gave a guarantee that they should have a fair
minimupi wage for time work and should receive
for piece work the same rates as were paid to men.
These conditions, sedulously enforced by the Ministry
throughout the duration of the War, had a permanent
effect upon the status of women workers in this
country. For although the emergency work upon
which they were engaged was only temporary, and
the regulations in which the agreement was embodied
applied only to women engaging on what previously
had been regarded as men's work, yet a standard
was st up which could not easily be st asde after-
wards ; and it may confidently be claimed that the
low and variable wages which were paid to women
in the metal trades before the War are gone never to
return.

In the War Office establishments, and the metal
and chemical industries, which by mid-1916 were
Development €Ngaged in munition production to the
of women's  extent of at least 75 per cent, of their
work for total output, the women and girls em-
munitions— ployed rose from 82,589 in July, 1914, to
340,844 by July, 1916. By November, 1918, the
grand total of women employed on work directly or
indirectly to Government order was 1,587,300.
These figures give some indication of the immense
growth of the effort made by women on behalf of
their country during the War.

The difficulties which had to be overcome to secure
the admission of women workers on this scale into
branches of industry which had previously been a
male preserve were, of course, immense. But | will
not further digress here to deal with them, as they
were a part of the general problem of dilution of
labour which | discuss in the following pages.
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During the opening months of 1915 the Board of
Trade made a series of efforts to draw supplies of
Eailure of labour to the established armament firms
schemefor  from other engineering concerns.  This
transferof  was in accordance with the War Office
workers policy of giving its contracts only to the
recognised munition firms, and was based on the
assumption that outside firms were doing only
civilian work. The results achieved were very
meagre, partly because it transpired that many of
these firms were devoting a part at least of their
energy to sub-contracts for munition production,
partly because they resented most intensely the
proposal to filch away from them their best workmen
and demanded as an alternative that they should
themselves be given War Office contracts to execute.
A further difficulty was that the workmen them-
sves were unwilling to leave their homes and
take up work in some distant part of the country
for a strange concern. It soon became clear that
the transference of labour from commercial to
Government work could only be achieved by com-
pulsory messures.

I'n one respect, indeed, many outsidefirmsintimated
that they would welcome compulsion. They were
tied up by contracts they had entered into for civilian
commercial work, and although they were anxious
to assg the Government they could not break these
contracts without incurring penalties. 1f, however,
the Government would either give them statutory
release from their obligations, or would take over
their works under the system of Government control
laid down in the Defence of the Realm Act, this
difficulty would be surmounted.

On legal advice being taken, it was found that the
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existing powers were not adeguate for this matter,
compuisory @ the outcome was the new Defence
powersneeded. Of the Realm Act which | laid before the
the new House of Commons on 9th March. That
D.O.RA measure authorised the Government " to
require any work in any factory or workshop to be
done in accordance with the directions of the
Admiralty or Army Council given with the object
of making the factory or workshop, or the plant or
labour therein, as useful as possiblefor the production
of war material." And it further provided that
" where the fulfilment by any person of any contract
is interfered with by the necessity on the part of
himself or any other person of complying with any
requirement, regulation or restriction of the Admiralty
or the Army Council that necessity is a good defence
to any action or proceeding taken against that person
in respect of the non-fulfilment of the contract in so
far asit is due to that interference.”

Owing, however, to the persistence of the War
Office in clinging affectionately to its traditional
policy of dealing only with the established munition
firms, comparatively little use was made of these
powers prior to the establishment of the Ministry of
Munitions.

Quite the most difficult problem in regard to
labour was that of securing their wholehearted co-
problem of  OPEration in the urgent task of munition
securinggood Production—by sticking in the same
will of workers workshop, keeping good time, working
to dilution gteadily and avoiding strikes; and in
particular by consenting to those relaxations of their
trade union rules which would make possible an
extensive dilution of skilled by unskilled workers, and
a considerable use of overtime in cases of emergency.
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When the first drafts for the new D.O.R.A. were
under consideration, as submitted on 26th February,
it was at first proposed to insert clauses which would
have made illegal under penalty any strike or lock-out
in any firm engaged on the construction of war
material, and which would have provided compulsory
arbitration in the case of all disputes. | decided,
however, to se what could be done to achieve the
same end by a voluntary agreement with the trade
unions.

Accordingly, on 17th March, 1915, arepresentative
meeting of trade unionists was summoned " to
Conference  COnsult  with the Chancellor of the
withtrade  Exchequer and the President of the Board
;Jr?éoprf:;tr of Trade on certain matters of importance

Y to labour arising out of the recent decision
of the Government, embodied in the Defence of the
Realm (Amendment) Act, to take further eps to
organise the resources of the country to meet naval
and military requirements."

The Conference was held in the gloomy board
room of the Treasury, with the gilt throne of Queen
Anne at one end of the room. There was atradition
that once upon a time it had been occupied by kings
and queens who came to discuss their financeswith the
Lords of the Treasury. The last sovereign who sat
upon it was the first Hanoverian George. Since he
understood no English and the Lords of the Treasury
understood no German our sovereigns ceased to go
through the formality of attending these meetings at
the Treasury to arrange their finance, and the once
glistening and plushed throne has now a sad look of
tarnished and torn neglect. The room was so
crowded with the representatives of workers in many
trades that some of them had to lean against this
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rickety throne of the last of the Stuarts. | had
invited Mr. Balfour to be present. He had addressed

many an assembly largely composed of
Mr.Balfour workmen, but thiswas his first experience
bewildered  of sitting down to confer with them on a

basis of equality. So far he had only talked
to them; now he was talked to by them. The
expression on his face was one of quizzical and
embarrassed wonder.

He was surprised to find the workmen's repre-
sentatives talked so well. They put their points
clearly and succintly, wasting neither time nor words.
On the other hand, there wasjust a note of aggressive-
ness in manner and tone to which he was not quite
accustomed from such quarters. For the moment it
amost quelled him, and he was silent throughout.
He did not quite recover his esse even after they
left. He liked new experiences, but not of this sort.
This was a portent which had for the first time
appeared in the quarter of the sky where he had
shone for a generation, and it came uncomfortably
near. His ideas of Government were inherited from
the days when Queen Anne sa on that throne.
They were only changed to the extent that the fact
of her being the last occupant constituted a triumph
for the subject and thus modified the Constitution in
a popular direction. But this scene was funda-
mentally different. He saw those stalwart artisans
leaning against and sitting on the steps of the throne
of the dead queen, and on equal terms negotiating
conditions with the Government of the day upon a
question vitally affecting the conduct of a great war.
Queen Anne was indeed dead. | had watched his
mood for years from an opposing bench. In looking
at him now | felt that his detached and enquiring
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mind was bewildered by this sudden revelation of a
new power and that he must take time to assimilate
the experience.

The Conference met on 17th-19th March, 1915.

Opening the proceedings, | said that those present
were being invited to consider the need for a larger

output of munitions, and the steps which
My statement  the  Government proposed to take to
toConference grganise industry to that end. Every

belligerent country had found the ex-
penditure of war material exceeded all anticipation.
| referred to the very drastic powers which the
Government had now assumed to control or take
over any works in the country which were either
turning out munitions of war or were capable of
being adapted for that purpose, and told them that
this was the matter on which | wanted to consult
with them.

The " taking-over" of these works would not
mean that their present owners and managers would

be turned out adrift, and some admiral
Profits to be ~ OF general put in charge. The works
limited would be run as formerly, except that

they would be entirely turned over to
munition production, and, of course, under such
control there would have to be a limitation of private
profits.

But if the Board of Trade were going in this manner
to interfere with the rights and interests of the capital,
the owner and managements of these concerns, it
was only just that they should similarly ask the
workers to consent to such limitations as might be
found vitally necessary in the national interest of
their ordinary privileges. In particular, |1 wanted
to ensure that certain trade union regulations which
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might be more than justified in peace-time should
be modified in such a way as to avoid hampering
the nation's munition supplies in the
Trade union  exjsting emergency, and particularly that
rulesmust if any disputes aose, either about such
relaxation of normal trade union rules,
or about hours or rates of pay, the matter should be
settled by peaceful arbitration, and pending a settle-
ment the workers should carry on with their job.
The Government did not say that workmen ought
never to complain, or to ask for an increase in wages.
" Our point is that during the time the questions at
Issue are being adjudicated upon, the work shall go
on. . . . Wewant to get some kind of understanding
with you about that before we undertake the control
of these works."
| then laid before the representatives of the trade
unions a series of propositions which had the object
of providing that there should be no stoppage of
work for Government purposes by strike or lock-out,
pending a settlement of any disputes that might arise
between employers and workpeople, but that all such
disputes should be referred to arbitration ; and that
for the duration of the War, all trade union re-
strictions tending to limit output or the employment
of semi-skilled or female labour should be suspended.
The workers' representatives were then left together
to prepare their own draft of the undertaking they
were prepared to give on these points. This draft
was discussed and amended, and finally on 19th
March a memorandum was presented by
Treasury Mr. Arthur Henderson which had been
Agreement  gccepted with only two dissensions. It
was accordingly signed on behalf of the
Government by myself and by Mr. Runciman, and
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on behalf of the workmen's representatives by Mr.
Henderson and Mr. Mosses. | undertook to provide
enough copies for every union to send one to each
of its members.

This document was known as the " Treasury
Agreement." It occupied an important place
throughout the War in the negotiations with labour,
because it st out clearly, in terms which the trade
union leaders recognised to be fair and just, the
conditions under which munition labour was there-
after progressively organised. It stipulated for the
admission of unskilled and semi-skilled workers to
dilute the existing body of skilled labour, provided
that they were paid the same wages as had customarily
been paid for the work ; it furnished a scheme of
arbitration to take the place of strikes; and it laid
down that the private profits of the manufacturers
were to be subject to limitation.

In the following week an agreement on similar
lines was specially negotiated by me with the Amal-

gamated Society of Engineers, whose
Agreement representatives, though present at the
with ASE. previous conference, had attended with-
out power to sign.

These two agreements, though important because
of the solutions they reached, failed to become
immediately operative. There was one difficulty
remaining. The workers, quite naturally, declined
to confirm the suggested proposals limiting their own
freedom until the Government implemented its

undertaking to restrict private profit.
Difficultyof M. Runciman was at the time busily
limting profits engaged in negotiation with the heads
of the armament firms in an effort to
arrive at an agreed bass of limitation of profits,
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but in the end these negotiations came to nothing.
The matter was ultimately dealt with by the Munitions
of War Act in June, 1915, which provided that the
establishments engaged in munitions work could be
*brought under the control of the Ministry, that their
profits should be limited, and that in such controlled
establishments trade union rules restricting output
should be suspended.

This question of controlling private profits was in
fact vital to the whole issue of labour supply. It
was usdess to ak the workers on the plea of a grave
emergency to put their whole effort into manufacture
and to stop striking or agitating for higher wages or
to accept modifications of rules and restrictions
designed for their protection, which they had won
from employers through years of struggle, when they
sawv those same employers busily amassing colossal
fortunes out of the emergency. In a"™ Memorandum
on Labour for Armaments,” by Sir H. Llewellyn
Smith, dated 9th June, 1915, this situation is expressed
as follows (—

" The difficulty, as it has been expressed, both by
workmen's representatives at the two Treasury
Sr H. Conferences and by employers them-
Llewellyn ~ Selves (as in the shipbuilding employers
Smith's  deputation received to-day) is that the
memorandumy orkmen, though engaged on armament
work, still fed themselves to be working essentially
for private employers, with whom they have
only a 'cash nexus' and that in the present
circumstances a © cash nexus' is quite inadequate
to secure control. . . .

So long as contractors profits are not brought
under control, the workmen feel that any sacrifice
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they may make of their rules and restrictions will
directly increase the profits of private persons,
and their unwillingness to make the sacrifice is
made almost insuperable by this suspicion.>*

[t is true that during this period there had been
a steady tendency for wages to rise, and that in
addition, on account of the regular full work available
in this country, combined with overtime, the workers
were earning considerably more than they had
previously done. But on the other hand, prices of
food and other necessities had also been rising at a
pace which in some cases almost outstripped any
advance in wages. Strikes were in consequence
occurring with ever-increasing frequency. Mr. |. H.
Mitchell, of the Industrial Commissioners Depart-
ment, when reviewing the tendencies of the last six
months in June, 1915, wrote :—

" | am quite satisfied that the labour difficulty
has been largely caused by the men being of opinion
that, while they were being called upon

mri'tchell‘s to be patriotic and refrain from using the
review  Strong economic position they occupied,
employers, merchants and traders were

being allowed perfect freedom to exploit to the
fullest the Nation's needs. This view was frankly
submitted to me by the leaders of the Clyde
engineers strike in February last. As soon as
Labour realised that nothing was being done to
curtail and prevent this exploitation by employers,
it let loose the pent-up desire to make the most
they could in the general scramble. This has grown
until now many unions are openly exploiting the
the needs of the Nation. If the work is Government
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work, it is the signal for a demand for more
money. Tradeunion leaders who, from August last
year until February this year, loyally held their
members back from making demands, are now with
them in the rush to make the most of the
opportunity.”

| may sum up as follows the labour situation as it
presented itself when the Ministry of Munitions was
formed in June, 1915 :(—

Recruiting had taken away from industry a
considerable number of its most essentiadl workers

Labour and was still being pushed forward with-
positionwhen Out any limitation other than that result-
Ministry ing from the belated badging of key men
was formed

in the more important armament firms.
Arrangements had been made by Lord Kitchener to
permit the release from the colours of skilled workers
badly needed by firms engaged on war work, but
of a quarter of a million men employed in the metal
trades who had joined the forces, only about 5,000
had actually been brought back.

The principle of dilution of skilled labour, though
adopted in the Treasury agreement, had not yet
been confirmed by the trade unions and put into
force.

Profits of the firms engaged in war work were
still unlimited, and were attaining unprecedented
dimensions. Industrial unrest, stimulated by this
spectacle, was growing rapidly. Whereas the number
of disputes involving stoppage of work known to the
Board of Trade at the beginning of 1915 was 10,
47 fresh disputes arose in February, 74 in March,
44 in April, and 63 in May. As regards labour this
was the general situation with which the Ministry
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of Munitions was at the outset of its existence called
upon to deal.

My first step for coping with this situation was
to lay before Parliament, on 23rd June, 1915,

the Munitions of War Bill. This was a
Munitionsof Mmeasure designed to implement by Statute
War Bill the various proposals which had already

been discussed with the employers and
workers in the munition industry. It dealt with the
settlement of labour differences, the prohibition of
lock-outs and strikes, the controlling of establishments
engaged in production of munitions and the limitation
of their profits, the control of munition workers and
the issue to them of badges ; and it aso provided
for voluntary enrolment of a body of munition
workers to be at the disposal of the Ministry and
work where the need for their services was the greatest.
Introducing this Bill, | reminded the House of the
tremendous task which production of munitions for
modern war had turned out to be, and outlined the
deps | was taking to organise the available national

resources for this end. | mentioned some of the
difficulties, such as the question of supply of raw
material. | hinted that the Government might find

it necessary to take complete control of the metal
market. It might have to deal firmly with people
who attempted to hold up necessary supplies in order
to exploit higher prices. It might have to take steps
to prevent a coal shortage. Existing machinery was
often idle because there were no skilled men to use
it. Many such men had enlisted in the Army, and
must be found and brought back from the firing
line to the workshop. The holding up of work
through the dackness of a minority had to be
remedied, and the restriction of output because of
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yard regulations, written and unwritten, must be
avoided. The question of compulsory service in the
production of munitions of war, | said, had been
the subject of a very frank discussion between the
leaders of the trade unions and myself, and | was
bound to point out that if there were an inadequate
supply of labour for the purpose of turning out the
munitions of war which were necessary for the safety
of the country, compulsion would be inevitable.
The trade union leaders put forward as an alternative
the proposal that the Government should give them
an opportunity of securing the men required. They
said : " Give us seven days, and if in seven days
we cannot get the men, we will admit that our case
is considerably weakened." To this | had agreed.
But even if the required workers were forthcoming
voluntarily, | explained that it would still be necessary
to take powers in the Bill to enforce contracts with
them and to secure discipline in the workshops. Here
again an agreed solution had been reached for the
setting up of a Munitions Court.

| then came to the very important provisions in
the Bill with regard to limitation of profits from
munition work :—

" The trade unions insisted, and | think properly
insisted, on their share of the bargain. They said,
workmen are quite willing to work for

Satement the State, to put their whole strength
onprefit  and to suspend their trade union regula-
tions, as long as they know that the

work is of advantage to the country. But the
objection in their minds always is that they are
suspending trade union regulations important to
them in order to increase the profits of individual
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employers. That they will not assent to, and they
say, as a condition of all the other provisions to
which they have given their assent, there must be
a clause in the Bill which will limit the profits of
those establishments which are working for the
State, and that the provisions which | have
enumerated only apply to establishments where
the profits are limited. That is why we propose
to st up controlled establishments, so that where
the State assumes control of a workshop all the
conditions which | have referred to shall apply to
that workshop. That means the workshops where
the munitions of war are being supplied at the
present moment. It means practically that the
State assumes control of the" profits of these
establishments, that whatever suspension of regula-
tions takes place it will be entirely for the benefit
of the State and not of the individual employer,
and upon those conditions the trade union leaders
are prepared to accept those suggestions which |
have already made."

The Munitions of War Bill quickly passed through
its Parliamentary dages and received the Royal
Assent on 2nd July. No time was lost in bringing to
the solution of the labour problem the aid which its
powers afforded.

| made a systematic effort to get back skilled men
serving with the Colours to resume their work in the

munition firms. On 9th June | sent a
Releasefrom circular letter to engineering and ship-
theColours  building firms to get lists of the skilled
men in their employ who had enlisted,
and telegrams were sent by the Adjutant-General to
certain Commanding Officers to ascertain what

voL.1 T
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skilled men were in their units. But Lord Kitchener
stipulated that, for the time being, only those men
should be released who were not yet overseas or in
units ready to be sent out.

The recovery of skilled mechanics from the ranks,
however, under this strict limitation was not very
successful.  From July to the end of October, 1915,
the total number thus brought back, either under the
" bulk scheme" for relesse of those known to be
skilled mechanics, or the individual release of men
specially asked for by their own firms, barely exceeded
5,000. The flower of the skilled mechanics who had
joined the Army was either already abroad or in the
" barred " units at home. Speaking on 20th Decem-
ber, 1915, in the House of Commons, | said :—

" We are trying to get men from the Colours. . . .
It is like getting through barbed-wire entangle-
~ ments without heavy guns. There are
g'fe'gg{/“ereisn entrenchments  behind  entrenchments.
illed mengY ou have not merely the Army, the Corps,
the Division, the Brigade, the Battalion,
and the Company, but the Platoon, and even the
Squad—everybody fighting to prevent men from
coming away. | am not surprised. | am not
blaming them. Skilled men at any trade are
skilled men at every trade. Y our intelligent skilled
man is a good man in the trenches, and nobody
wants to lose him. Therefore, every corporal fights
against parting with a good, intelligent, skilled
workman. As my honourable friend points out, the
men themselves fed that they arerunning away from
danger in order to go back to comfort and high
wages and emoluments, and they don't like it. It
is avery creditable story. . . ."
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By August | had discovered that the bulk of the
men we wanted were in the " barred " units, and |
" Barred*  Wrote to Lord Kitchener making a very
units : urgent plea for the release of at least the
Kitchener's  most valuable of these.
objections Throughout August and September,
1915, a correspondence was in progress between the
Ministry and the War Office, and eventually arrange-

ments were made in September for a
Censusofen- census of skilled munition workers in all
listedworkers units not yet sent out of the country, and

of those offering themselves some forty
thousand were passed by investigators as suitable. By
the end of October steps were being taken to allocate
these men to munition works.

Great as were the difficulties of carrying out the
schemes for return of skilled workers from the Colours,
the difficulties in the way of introducing dilution of
labour were far greater, though the ultimate results
of this policy were more fruitful.

The fundamental opposition to dilution came from
the craft unions. Through long years they had built

up as a protection against the dangers of
Craftunions Cut wages, unemployment, and blackleg
and dilution  |abour an elaborate system of rules and

customs which were designed to control
the rate of output and narrow the doorway into the
industry. The rules were highly artificial in many
caxs ; men appertaining to certain crafts alone were
permitted to touch certain work, even though it might
be of a kind which any handy man could do with little
or no specia training; and a man doing one job
might not carry out the simplest task ancillary to it
which ought by these rules to be allocated to another
class of craftsman, but must stand by and wait till the
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other type of craftsman was called in, and executed
that limited operation. Experience of a restricted
market for their labour had made the unions develop
every means of restricting its supply, and they were
afraid, not without reason, that if the door were thrown
open they would after the War suffer from a congested
Ilabour market, and that if sharp demarcations between
the crafts were once broken down they would be diffi-
cult to re-establish. It was not a fear of falling wages
during the War which troubled them. | had guaran-
teed that this would not occur. It was rather a dread
of losing the tradition of mystery and technical
difficulty which they had built up to protect their
craft, and the apprehension of an overcrowded supply
of workmen in their particular trade, leading to
unemployment, lower wage rates, and a reduced
standard of craftsmanship and of living in years to
corner The patriotic appeal of our national necessity
made difficult headway against these quite natural
and—as the event proved in some cases—justifiable
fears. Clemenceau once said that there was no
difficulty in inducing Frenchmen to give their lives
for their country, but they would not give their
money. This is not to be wondered at when we
remember that in actual fact the fires of patriotism
ire too often quenched when they come up against
‘he cool waters of " business.  Trade unionists
[locked to the standard of their country when volun-
teers were called for to face death, but | was told that
men at the front, daily confronted with death and
needing shells to protect and defend themselves, wrote
home to their fellow trade unionists entreating them
not to surrender any of the privileges of their craft,
although strict adhesion to these privileges was
impeding the supply of the munitions they so sadly



THE MINISTRY OF MUNITIONS 309

needed. The war-time profiteerswere not infrequently
brothers or fathers of those who suffered and died at
the front, and with altered circumstances might have
shown equal self-sacrifice.  But unhappily for senti-
ment, when you come to business matters you discover
that business is business, and admits of no divided
loyalties. Our statesmen more recently have
rediscovered this truism at Ottawa.
It was perhaps unfortunate that the first branch of
the engineering industry where it was found necessary
to raise the issue of dilution was the
Machine tool Machine tool trade, since this was regarded
problem as the very special preserve of the skilled
worker, and was one the output of which,
unlike that of shells or machine-guns, would continue
its importance after the War. When we attempted to
increase munitions manufacture in this country we
found that our first need was machine tools, which
did not as yet exist in quantities sufficient even to
permit the carrying out of the orders already placed
by the War Office, far less the greatly augmented
production at which the Ministry aimed. At a
conference | summoned of machine tool makers on
15th July, an agreement with the trade unions
was reached for a programme of night shifts and labour
dilution. But when the officers of the Ministry tried
to carry through this arrangement they came up against
bitter opposition from shop stewards and local trade
union committees. At Woolwich Arsenal the local
committee resolved : " That we refuse to entertain
the proposal to allow the introduction of semi-skilled
men on work now done by fully qualified mechanics,
as it is not proved there is the shortage claimed.”
And at the works of Messrs. J. Lang and Sons,
Johnstone, the workers' committee declared : " That
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no woman shall be put to work a lathe, and if this
is done the men will know how to protect their rights."
This was in August, 1915, and | had to
Unions weigh carefully the alternatives of taking
recalcitrant  drastic action or trying conciliation.
Had stern action proved successful
without rousing wide antagonism, it would greatly
have expedited the process of dilution. Ifithadfailed
against a massed opposition on the part of the skilled
workers—for it would obviously have been impossible
to punish them all—the campaign for dilution might
have been permanently lost. As yet the Ministry was
inits early stages, and a realisation of the immense and
urgent need for greater munition output had not
fully captured the minds and imaginations of the
whole body of workers. | decided to try persuasion
first.
On 9th September, 1915, | visited the Trades
Union Congress at Bristol, and addressed it on the
subject. | told them how the German
VisittoBristol trade unionshad organised and expanded
T.U.Congresstheir services for munition production.
TheWar, | declared, had become a conflict
between the mechanics of Germany and Austria and
the mechanics of Great Britain and France. But as
yet this country was not doing its best in the struggle.
Only 15 per cent, of the machinery which could be
used for turning out rifles, cannon and shells (in all of
which there was a shortage) was working night shifts.
The problem, | pointed out, was largely one of labour.
If every skilled man were working his utmost there
would still not be nearly enough. The issue of dilution
was not one of turning off a skilled man to make
room for an unskilled, but one of concentrating the
skilled men on the work which only they could do.
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At present, highly skilled workmen with years of
training were doing work which could as easily be
done by those who had only had a few weeks or a few
days' training, and we could not equip our armies
unless organised labour was prepared to assgt by
suspending during the War all restrictions which made
it difficult to use skilled labour in the best way by
employing unskilled under skilled direction wherever
possible.

| then proceeded to explain the bargain which had
been made with the trade union leaders at the
Treasury Conference. " Has the State kept the
bargain? [A voice: 'No.'] | am going to tell you.
Profits, restrictions of profits. Does anybody say we
have not kept the bargain? [A voice: 'Nobody
knows !I'] Nobody knows? We have declared 715
establishments producing munitions of war to be
' controlled establishments'; we have put them under
control of the State . . . and do not forget this, we
have not asked any trade union to suspend any
regulations except in an establishment where we
control the profits. What have we done about con-
trolling the profits ? We have controlled them by an
Act of Parliament. . . . We are restricting them on the
basis of what they earned before the War. . . . They
are only going to get the standard which is based upon
the profit made before the War, with any allowance
which is made by us in respect of increased capital
which they have put in. What do we do with the
balance ? We put it into the Treasury to carry on the
War. [Cheers] It is the first time it has ever been
done in the history of any country. Y ou have practic-
ally taken over the whole of the engineering works
of this country and controlled them by the State. |
have seen resolutions passed from time to time at
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Trade Union Congresses [laughter] about nation-
alising the industries of this country. We have done
it. [Cheers and laughter.] ..."

| told the Congress about the undertaking, embodied
in an Act of Parliament, that conditions would be
restored at the end of the War, and, further, |1 gave
them a guarantee that piece rates should nowhere
be cut down in munition works as a result of any
increase in output; and that unskilled men and women
should be paid the same rate as had been given to
skilled men for thejobs transferred to them. Having
dealt with the way in which the Government was
keeping its side of the bargain, | indulged in some
plain speaking on the failure of the trade unionists
to do their share. | referred to the refusal of men to
admit semi-skilled workers, the squabbles between
coppersmiths and plumbers as to the dividing line
between their jobs, and the penalising of men who
worked faster than the average. " A complaint came
to me from Woolwich that there was a deliberate
attempt to keep down the output. The Labour
Advisory Committee investigated it, and a trade
unionist defended the men in this particular case
The significance of his testimony was this—and | am
quoting now from the report of the investigators :
'The trade unionist witness regretted having to
acknowledge that the workmen in several depart-
ments restricted output in order to maintain the prices
obtained before the War, and this was continued up to
the present time." Well, that is not carrying out the
bargain. [A voice: 'It is not playing the game.”]
| agree.

Itisfair that | should record the fact that a crowded
assembly of trade union delegates listened to this
plain speaking not only without resentment but with a
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swelling appreciation. A week |ater there was held a
conference of trade union executives to discuss
dilution, and a series of resolutions favourable to the
plan was adopted. Following on this expression of
approval, | set up a Central Munitions Labour Supply
Central Committee, containing representatives of
Munitions ~ the Ministry, of the Employers and the
Labour SupplyEmployed, presided over by Mr. Arthur
Committee  enderson, which proceeded to co-operate
with the Ministry in organising labour dilution and
dealing with the multitudinous problems of wage
rates and local conditions of employment, transfer of
labour, etc., which arose in this connection.

By the end of 1915 labour troubles were interfering
seriously in some aeas with the output of
munitions. | suspected that in some cases the
failure of a fi**m to deliver up to schedule was due
to a certain degree of dackness and inefficiency on the
part of the management, but in a great many cases
it was traceable to the activities of men inside the works
who deliberately fostered discontent. The trouble did
not come from the trade unions or their officials.
They honourably adhered to their agreement with
the State. But an agitation known as the " shop

steward " movement arose in the greatest
Shopsteward Of the munition works. These " stewards "
agitation were chosen by the workers in a given

factory or workshop to present grievances
to the management. They felt they must justify
their existence by searching out wrongs which
had escaped the notice of the local trade union
secretary. It gradually became a formidable element
of disturbance in the largest munition areas. Glasgow
was one of the worst districts, and the agitation amongst
the workers seriously interfered with the output,
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especially with the delivery of big guns. | decided to
visit the works to see for myself what the position was,
and put before the men and their leaders the exact
facts with regard to the military position, and the
peril in which their fellow-workmen at the front were
placed by the absence of adequate artillery of the
heavier kinds to enable them to contend with their
foes on equal terms.

Accompanied by Mr. Arthur Henderson | arrived
at Glasgow on Christmas Eve, and we both went to
Visitto Beardmore's works, where the delivery of
Glasjow,  heavy artillery wasbeing seriously retarded
Christmas, by labour difficulties. At my request, the
*9*5 shop stewards were brought together and
| then told them why | had come, and made my appeal
for their assstance in stimulating greater activity in
production. A man who seemed to be their leader
stepped to the front and started haranguing me on
the servitude of labour in private establishments.
He was astrong man, with afineopen face, the natural
pleasantness of which was overlaid by a theatrical
frown which he had succeeded in implanting upon a
kindly countenance. He struck an attitude, and
in a loud, challenging voice he said, "I am as
much a dave of Sir William Beardmore asif | had the

letter * B' branded on my brow," his
Meetingwith hand passing across the wrinkled forehead.
Kirkwood ~ This was my first acquaintance with Mr.

David Kirkwood. | discovered that he
was fundamentally a reasonable man to deal with.
He promised that if Mr. Henderson put our case
before a free assembly of workers, he would do his
best to secure a fair hearing.

There was another spokesman who seemed to me
to be a natural savage. He came right up to me with
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threatening mien and locked fists, talking in an ill-
tempered and angry voice. | must say the rest of his
comrades were not too pleased with his attitude.
Later on | met Mr. Gallagher, a Communist, whose
manners were quite perfect, and whose tones were
soft, but he left no doubt in my mind that his was the
most sinister influence.

The following morning (that is Christmas morning)
we addressed a great gathering of workmen at the

St. Andrew's Hall. Mr. Henderson took
The morning the chair ; four-fifths of the workmen
conference  were anxious to hear all that was being

said, but a minority were determined to
disturb the proceedings and deprive us of a hearing.
They were specialy annoyed with Mr. Henderson,
and he had by far the worst time. On the whole |
was heard quite well, with a few surmountable
interruptions. Mr. Kirkwood played the game and
got up in the middle of the most turbulent elements,
and put in a plea for a fair hearing. The visit,
for a time at least, had a quieting effect and a
quickening influence upon production. Some weeks
later we had further trouble, and then strong action
had to be taken in the way of deportation of some of
the leaders, and the prosecution of others.

We were as yet, however, far from having reached
full victory ; there were still some entrenched
obstructions and restrictions to break through. Even
the greatest convulsion fails to tear out of the soil a
well-grounded suspicion.

In this case its roots were so deep that they resisted
the shattering bombardment of a year of horror.
Throughout the autumn of 1915 discussion and dis-
agreements continued as to the application of the
principle of dilution, and in December | brought
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forward the Munitions of War (Amendment) Bill in
order to give statutory force to the various points on
which agreement had been reached. Even at this
stage the Amalgamated Society of Engineers was still
ASE. atituge N0lding out, and when the Bill had
to Munitions o reached its Committee stage, they sent
War {Amend- a deputation to wait on Mr. Asquith
ment) Bl and ‘myself, armed with a resolution
declaring that a series of amendments which they
proposed—

". . . are essential as an element of justice in
the administration of the Munitions of War Act,
1915, and should be incorporated in the Amended
Act if we are to maintain our influence with our
members in securing the high standard of pro-
duction required. Further, that a Committee
representative of the conference be instructed to
wait upon the Prime Minister and the Minister of
Munitions and intimate the decision of this con-
ference as the basis of our continued co-operation”

The veiled threat in the last line of this resolution
naturally stirred Mr. Asquith to anger. When
challenged the deputation protested that

Mr. Asquith they had not meant it in that way, and
indignant that all they wanted was to secure that
the various provisions of the protection

of wage levels and conditions of employment which
had been st out in two circulars issued by the
Ministry (Circulars L.2 and L.3) as conditions under
which dilution was to be carried out should be given
the force of statute. To my challenge whether they
could cite a single instance in which an unskilled
man, introduced into a controlled establishment,
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had been refused these rates, Mr. Brownlie, the
engineers secretary, had to admit they could not,
and Mr. Asquith and | pointed out to them that
some of their people had persistently tried to block
dilution, and were at present making objections with
little real substance as an excuse for their attitude.
| would be willing to meet them in regard to in-
corporating the provisions of the two circulars in
the Bill, if they on their side would guarantee that
henceforward they would really co-operate in the
dilution scheme, and not merely fall back upon some
new demand as a pretext for doing nothing.

The deputation accepted this offer, and signed a
document pledging the Conference and membership

of the Society to accept the scheme of
Agreement dilution and co-operating actively therein
reached if the Government incorporated in the
Bill the rates of pay and conditions of

labour in controlled establishments st out in the
Ministry's two circulars.

The Bill was re-committed and amended in
accordance with this agreement, and thereafter
dilution made rapid headway.

4. ROYAL ENCOURAGEMENT OF MUNITION WORKERS

The story of the steps taken to organise labour for
the munition factories, and to induce them to put
forward their best efforts and submit to control and
the suspension of cherished trade union regulations
and practices, would not be complete without a
tribute to the vitally important help rendered by the
King to the nation by heartening and encouraging
the munition workers and those who were creating
the district organisations.
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It would be hard to over-estimate the value of the
national service rendered by the Sovereign's visits to
munitions areas and the personal relations

;ra,oﬂteﬂ,,r?; he established with the workers there.
parriotic spirit | have shown in my narrative how
among munition dangerous a gulf had threatened to open
workers between the outlook of the men in the

trenches and that of the men at home in the workshops.
Whilethosewhojoinedthe Army felt they were serving
King and Country, and put on with their khaki a
spirit of loyal comradeship and unquestioning service,
those who remained in the familiar civilian environ-
ment of the workshop found it hard to escape from
the old traditional atmosphere of jealous care for
their rights as against their employers, the fear of
exploitation, the readiness to " down tools" at any
threat of encroachment upon their hard-won
privileges. It was no essy task to persuade them
that they too were in the service of the State for
the defence of the nation ; and to this end nothing
could have been happier than the spontaneous
resolve of the King to go about among them,
to shake them by the hand, talk with them,
and make a direct appeal to their patriotism and
citizenship.

In the spring of 1915, when labour troubles were
beginning to make themselves felt, King George
Theking ~ Pegan this practice of visiting the places
visitsthe where munitions were being produced.
ordnance On 17 th March he went to Woolwich
factories Arsenal, and inspected the royal gun
and carriage factories there, and the royal labora-
tory where explosives were made and tested. At
the end of April he similarly visited the other royal
factories, the small arms factory at Enfield and



THE MINISTRY OF MUNITIONS 319

the gunpowder factory at Waltham Abbey. He
followed up this visit by sending a specia royal
message to the workers at these factories, expressing
his keen interest in their work, and his conviction
that all engaged in the workshops would do their
utmost, individually and collectively, to support their
comrades at the front. On 12th May the King
paid a two days visit to Portsmouth, and went
through the dockyards there, and again sent them
a message on his return expressing " appreciation
of the part which, by their devotion to duty, they
are taking in maintaining the strength and efficiency
of the Fleet."

Hardly had he got back to Buckingham Palace
before he was off again on a week's tour of the
Amongst shipyards and armament factories of the
shipbuilding  north.  He spent May 17th and 18th on
workerson  the Clyde, touring round from early
ClydeandTyne qrning to visit shipbuilding yards. At
one of the largest, that of the Fairfield Shipbuilding
and Engineering Co., the workmen presented him
with a resolution expressing their loyalty and deter-
mination to press forward as efficiently and rapidly
as possible with the Government work on which
they were engaged. Replying, he said this resolu-
tion " will be universally welcomed, and will
strengthen the confidence of the Nation in ultimate
victory. It will indeed be a happy outcome if my
visit to the Clyde has in any way conduced to this
expression of patriotic resolve on the part of the
men of one of the most important shipyards in
this renowned industrial centre."

From the Clyde the King went to the Tyne, where
he aso spent two days, and spoke personally with
a number of foremen and workers in the armament
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works and shipyards. He met the members of the
North-East Coast Armaments Committee, and en-
couraged them in their task. He thanked the

workmen in a speech for what had been
A bold done, but urged that more was still
speech required. He voiced the hope " that all

restrictive rules and regulations would be
removed, and that all would work to one common
end and purpose.” This was a courageous gesture
on the King's part to help forward the solution of
of the very difficult problem of suspending the trade
union restrictions, which at that time were seriously
hampering output. He followed it up a fortnight
later by sending a message to the Armaments Com-
mittee urging " workers to do all they can." King
George concluded this tour by visiting Barrow-in-
Furness on 21t May. Whilst there he received a
message from the Wallsend workers declaring their
resolve to get ahead with the Government work, and
replied expressing his appreciation. On ioth June
he sent a message to the Barrow workers, appreciating
" their assurances of loyalty and of resolution to do
their utmost to asss in bringing to a victorious
conclusion the great war which has now been raging
for ten months."

The formation of the Ministry of Munitions called
forth the King's keen and sympathetic interest. | have
Personal en-  th€ most grateful recollections of the
couragementto §0od will he showed to me in my anxious
me onformation task, and of his readiness to give that
of Ministy  nersonal help and encouragement which
was so valuable a means of maintaining and improving
the spirit of the munition workers.  On 22nd July he
started off and toured the munition areas of the
Midlands. At Coventry he went round theworks, and
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spoke personally to the foremenin all the shops. The
members of the Coventry Armaments Output Com-

mittee were presented to him. Then he went
,\Tﬂ?glfa?]fd on to Birmingham, where he spent the next
munition areasd@®. S0 much interested did he show

himself to be in the process of munition
manufacture that it was difficult for the members of
his suite to draw him away and enable him to keep
to his time-table. Here again he insisted on having
the members of the Munitions Committee and of
the District Board of Management presented to him,
and spoke warmly to them of the " zeal and cheerful-
ness " he had noted amongst the workers. This he
followed up ten days later with a specia message of
encouragement.

Towards the end of September the King made
another munitions tour, this time in Yorkshire, where

N he spent three days at Leeds and Sheffield.
¥'S'|£tsfﬁ. He moved among the munition workers,
o onworkghatting freely with them. He picked

out one worker at Sheffield, whom he
recognised as having served with him when he was
a midshipman in H.M.S. Bacchante. He watched
another making shells, and remarked to him:
"1 am glad you redise the importance of the work
in hand. Without an adequate supply of shells we
cannot expect to win."

Words like these, uttered " man to man" by the
Head of State to the artisan, naturally ran like
wildfire through the works. It was this directness of
personal contact, free from pomp or any trace of
arrogance and aoofness, which made the King's
visits to the munition areas such a valuable aid in
the task of rousing the workers' enthusiasm and
breaking through their reluctance to accept new

VOL, | U
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methods and regulations. It was areal service to the
men fighting our battles at the front who were in
such peril of being overwhelmed by the superior
equipment of the enemy.

The stimulation of the munition workers was of
course only one among the myriad tasks imposed
upon the Sovereign by the War—tasks to which he
applied himself with indefatigable zeal, after a
fashion which established him more firmly than ever
in the affection of his people. His was the only
throne in all the combatant countries which did not
rock throughout all those critical years. Most of
them, indeed, were overthrown. As one who was
privileged to hold high and responsible office under
the Crown all through the War | had special oppor-
tunities of witnessing how thoroughly the King
discharged his duty to the country. Nowhere was
the part he played more fruitful and valuable than
in the encouragement of our munition workers.

5. THE DRINK TROUBLE

One of the most serious obstacles encountered in
the way of increasing the output of munitions was
the heavy drinking in certain areas. France had
dealt drastically with the problem by prohibiting
absinthe : Russia by forbidding vodka. The question
of drinking facilities has aways been a dangerous
topic for Governments to tackle, and the War Govern-
ment, being naturally anxious to avoid controversial
subjects, shrank from tackling it for many precious
months. We consequently lost substantially in
production. It is difficult for us to-day to realise
how seriously excessve drinking contributed to
diminish the output. Britain to-day is a much more
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sober country than it has ever been in my memory.
There is still a good deal of heavy drinking,
I mproved drunkenness still occurs, and the national
national habits health suffers from it, but the sight of
sinceprewar g drunken man or woman reeling down
days the street has grown a rare spectacle,
and the consumption of alcohol has fallen off
very heavily. The discipline and restriction
compelled by the exigencies of the War is largely
responsible for this salutary change. This must ever
be counted as one of the good things occasionally
garnered from things evil.j The memory of pre-war
conditions is growing fainter, and it is becoming
quite hard to remind oneself of the very different
state of affairs which too often prevailed then. Cases
of drunkenness appearing before the courts were
three times as numerous in pre-war years as they
are now. The quantity of spirits (alcoholic content)
drunk in 1913 was two and a half times what it
is to-day.

That may give the rising generation, growing
up to the new and better tradition of to-day, some
idea how commonplace and widespread insobriety
must have been in some areas of this country up to
the Great War. During the first five months of the
Dan War it became a serious element in the

gers of
alcohol in struggle to avert defeat. On the home
early War  front alcoholic indulgence shared with
months professional rigidity the dishonour of being
our most dangerous foe. It is one of the themes of my
book to tell how both of them were beaten off, though
not without heavy casualties. The first effect of the
War was rather to increase the habit of excessive
drinking, and, indeed, to raise it into a real menace
to the nation. It is easy to understand that this
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would be so. The sudden onset of unaccustomed
danger drove many who were out of the danger
zone to the vicarious philosophy of " Let us eat and
drink—especially drink—for to-morrow our comrades
may die! "

The disorganisation of socia habit through the
War, the reckless excitement that thrilled the air, the

feeling that the tables of the law had once
Growth of ~ More been smashed amid the thunders
drinking of a grimmer Sinai, led some of both sexes

to excesses in all directions, and as war
work increased the earnings of multitudes, those who
drank, drank deeply, for they could afford the
indulgence as they never did before. The evil was
not confined to men—it spread to women. My
attention was specially directed to this problem
through the reports that excessve drinking among
the workers in the firms engaged on armament

production was gravely hindering the
Badeffecton  output of munitions. The reports of
QJ‘{”'“O” eye-witnesses were very grave and alarm-

put . . . . .

ing, especially when taken in conjunction
with the fact—of which | was already aware—that
deliveries of munitions of war were in arrears, and
that there were persistent rumours of serious shortage
in France.

Liquor consumption had certainly gone up
rapidly. Drunkenness was greatly on the increase,
particularly in the industrial areas which we relied
on for munitions. A considerable percentage of the
workers failed to turn up on a Monday morning, and
when they appeared on Tuesday they were much the
worse for their week-end debauch. Some of them
.took to extending their leisure at both ends of the
week. One bank holiday a great number of men
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failed to turn up for a whole week. No wonder
output was unsatisfactory. | passed on such reports
as | received to the War Office and Admiralty. They
replied that they were only too painfully aware of
the facts and that their official reports showed an even
worse state of affairs than anything revealed in mine.
| decided that the time demanded that this peril to
our armies ought to be instantly and firmly tackled,
and on 28th February, 1915, | began to stir up public
opinion on the subject of this increasing and menacing
evil, with a view to making strong action possible.
Speaking at Bangor on that day | said :—

"1 hear of workmen in armament works who
refuse to work a full week's work for the nation's
need. What is the reason ? They are a

My wam- minority. The vast majority belong to a
wome! dlass we can depend upon. The others
areaminority. But, you must remember,

a small minority of workmen can throw a whole
works out of gear. What is the reason ? Sometimes
itis one thing, sometimes it is another, but let us be
perfectly candid. It is mostly the lure of the
drink. They refuse to work full time, and when
they return their strength and efficiency are
impaired by the way in which they have spent
their leisure. Drink is doing more damage in the
War than all the German submarines put together.
. . We have got great powers to deal with drink,
and we mean to use them. We shall use them in a
spirit of moderation, we shall use them discreetly,
we shall use them wisely, but we shall use them
quite fearlessy, and | have no doubt that, as the
country's needs demand it, the country will support
our action, and will allow no indulgence of that
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kind to interfere with its prospects in this terrible
war which has been thrust upon us."

A month later, on 29th March, 1915, | received a
deputation from the Shipbuilding Employers’
Deputation of Fed_eration, who were u_nanimOL_Js in
shipbuilders: urging that the sde of excisable liquors
demandfor  should be totally prohibited during the
prohibition  harjod of the War. In particular, they
asked for the closing of public-houses and clubs in
the areas where war munitions were being produced.
They pointed out that in spite of Sunday labour and
all overtime the total period worked on the average
in almost all shipyards was below the normal number
of hours per week, and though work was in progress
night and day for seven days a week, less productive-
ness was being secured from the men than before the
War. The deputation was of the opinion that this
was principally due to drink. The figures of weekly
takings in public-houses near the yards were convin-
cing evidence of the increased sae of liquor. Allowing
for the enhanced price of intoxicants and for the
greater number of men now employed in shipbuilding,
the takings had in one case under observation risen
20 per cent., in another 40 per cent.

The damage done by the drink habit was sufficiently
illustrated by the case of a battleship coming in for
immediate repairs and having those repairs delayed
a whole day by the absence of the riveters through
drink and conviviality. This case, they said, was
one of hundreds. Nor was this the only reason in
favour of prohibition as against curtailment. Aslong
as public-houses were open there would be found
men to break the rules of the yard and come late to
work in order to secure drink beforehand. And the
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indisposition to work after the consumption of ex-
cessve alcohol was too obvious to need elaboration.
They urged total prohibition during the War. It was
certainly not a teetotal deputation. Neither in figure
nor physiognomy did they give any indication of having
spent their leisure hours in the service of the Band of
Hope. When prohibition came in in America this
incident explained to me why the majority of em-
ployers were stout prohibitionists. It aso explained
the rumours that they d?ew a definite line between
national prohibition and personal abstinence.

The evidence was not to be lightly disregarded.
Replying to the deputation, | said :—

" Success in the War is now purely a question
of munitions. | say that, not on my own authority,
but on the authority of our great General,

Replyto ~ Sir John French.  He has made it quite
deputation  clear what his conviction is on the subject.
| think | can venture to say that that is

aso the conviction of the Secretary of State for War,
and it is the conviction of all those who know
anything about the military problem—that in
order to enable us to win. all we require is an
increase, and an enormous increase, in the shells,
rifles, and all the other munitions and equipment
which are necessary to carry through a great war.
You have proved to us to-day quite clearly that
the excessve drinking in the works connected
with these operations is interfering seriously with
that output. | can only promise you this at the
present moment, that the words you have addressed
to my colleagues and myself will be taken into
the most careful consideration. ... | had the
privilege of an audience with his Majesty this
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morning, and | am permitted by him to say that
he is very deeply concerned on this question—very
deeply concerned—and the concern which is felt
by him is, | am certain, shared by all his subjects
in this country."”

His Majesty had indeed shown the most anxious
interest in the problem of drink, and had talked over
with me the various possible methods of
TheKing's  combating it. Reports had been coming
'tﬂtee;?gtglgm in to him from many quarters as to the
damaging effect of drink on production.
He was himself prepared to go to any length of
personal self-sacrifice for this end, and on 30th March,
the day after | had received this deputation, he sent
me, through his secretary, Lord Stamfordham, a
remarkable letter, which, after saying that " nothing
but the most vigorous measures will successfully cope
with the grave situation now existing in our armament
factories," proceeded :(—

" We have before us the statements, not merely
of the employers, but of the Admiralty and War
Office officias responsible for the supply of
munitions of war, for the transport of troops, their
food, and ammunition. From this evidence it is
without doubt largely due to drink that we are
unable to secure the output of war material indis-
pensable to meet the requirements of our Army in
the field, and that there has been such serious delay
in the conveyance of the necessary reinforcements
and supplies to aid our gallant troops at the front.

The continuance of such a state of things must
inevitably result in the prolongation of the horrors
and burdens of this terrible war.
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| am to add that if it be deemed advisable, the
King will be prepared to s the example by giving
up all alcoholicliquor himself, andissuing
" TheKing'sorders against its consumption in the
Pledge” ~ Royal Household, so that no difference
shall be made, so far as his Mgesty is
concerned, between the treatment of rich and poor
in this question.”

This royal gesture became known as " The King's
Pledge,” which the nation at large was urged to
adopt in conformity with the King's example. There
was sound wisdom in the scheme, for the workers
habitually complained, and with all-too-good reason,
that while their employers and the members of the
so-called upper cases were eternally lecturing and
rebuking them for drinking, they were themselves
freely and often excessively enjoying the alcohol which
they sought to deny totheir employees. " The King's
Pledge," and the fact that a number of distinguished
persons and prominent men in every branch of
industry followed his Majesty in subscribing to it,
very greatly strengthened the hands of the Govern-
ment in the measures which it subsequently took to
limit and control the supplies of intoxicants.  Lord
Kitchener was amongst those who gave practical
support to the King's initiative and adhered to it to
the end. It was always a subject of general debate
at Ministerial and Military tables whether total
abstinence had increased or diminished the vision
and efficiency of the Secretary of State for War, or
whether it had left it in statu quo, and there were three
distinct views on this point, each emphatically held
and controverted.

Unfortunately, despite its considerable moral value,
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abhorrent suggestion that the State should sully
its soul by becoming the manufacturer and dis-

tributor of alcoholic poison. They had
gﬁg;g;” no objection to share by taxation in the
extremists profits made by selling this poison to their

fellow citizens. But the conscience of a
devotee is an eccentric thing and argument never con-
vertsbut only exasperates a true believer. The resistance
of this section grew. On the practical side | was faced
with the difficulty that the interests which would
have to be dealt with by way of purchase or com-
pensation were so numerous and varied in character
that the negotiations threatened to take many months.
| secured the adhesion of some of the leading brewers
to my scheme. | did not despair of securing the
adhesion of the rest. The Conservative leaders were
consulted as to their attitude and they intimated that
they would offer no opposition to the deal if the
Government came to the conclusion that it was
essential as a war measure. But a number of
influential local optionists brought such pressure to
bear on the Prime Minister that he feared serious
trouble inside the Party, and in view of the
urgency of the problem of reducing excessve
drinking in the interests of munition output | decided
for the time being to proceed with a more limited
reform.

During the course of the negotiations | received
from Mr. Edwin Montagu the following contribution
to the discussons in a letter which he wrote me. As
it puts the case against restriction forcibly and
wittily, I think it worth reproducing :—

" (i) | believe and believe firmly that almost
without exception, except in the cases of apoplexy,
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a shot in the stomach, or a congested liver, a man
with amoderate amount of alcohol is a better citizen,
a better man, a more vigorous individual,
Montagu’s than he would be without it. Medical
e evidence shows that alcohol is a poison ;
like so many other poisons in modera-
tion, it is beneficial, and total abstinence seems
to me to be morally as great a weakness as insobriety.
(2) 1 cannot find myself in agreement with
you that there is any evidence that drink has
hampered us in this War on any substantial scale
which calls for heroic remedies. Evil exists—there
is broken time, there is disinclination to work ;
it is true that, even with Sunday labour and over-
time, the average hours worked are less per week
in many important trades than before the War. |
believe this to be largely due to overtime itself.
If aman is called upon to work substantially longer
one day than he is accustomed to work, the next
day he is disinclined to work, and if he is a free
agent may refuse to work. Our party anyhow,
believes that trade unions are good institutions.
They fixed the working day and its length probably
empirically because experience showed them that,
let us say, eight hours was the maximum which a
member of their union could work regularly to
produce the full economical output of which he
was capable. They insisted that overtime should
be treated as overtime because they found that it
was economically bad, and it seems to me that the
War has proved that insistence upon overtime
leads to irregular work and a smaller output, and
it should be avoided as much as possible.

(3) It is true that receipts from the sae of
drink are large, but this is due mainly to your own
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taxation, which has increased the price of beer,
and to the increase in the price of raw material
and of labour, which has increased the price of
whisky,

(4) Itistrue that employers and officials alike
attribute everything that is wrong not to drunken-
ness, but to drink ; but you must remember that
although the Tory habit of mind is to be found
on both sdes of the House of Commons you are
now for the first time coming into contact with
the Tory mind, naked and unashamed, in bulk,
and | cannot help feeling alarmed that you regard
it as honest, as unprejudiced as the habit of mind
to which you are accustomed. | regard it as being
aworse habit of mind. Itis ahabit of mind which
treats the working man as a machine with no
vested interest in his habits and with no right to
humane consideration. Just as if an engine can
do 500 revolutions a minute it can do 30,000 in
an hour and 300,000 in 10 hours, so they think
a man who can drill 6 holes in an hour ought to
drill 60 in 10 hours and 600 in 100 hours. Any-
thing wrong with their system they are accustomed
to put down to the unpatriotism, to the want of a
sne of duty, the gross habits of these animals
whom they regard as their inferiors. When you
sy to me that it is not only the evidence of the
employers but aso the evidence of the War Office
and the Admiralty | am more emphatic in regard-
ing the source of information as tainted. Likely
it was these gentlemen, who would like to work
on paper according to theory, dismissing from
their minds all human factors, found the British
working man an intolerable nuisance. They would
like to regulate him in all.his actions, to measure
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his food like sailors on a ship or prisoners in a gaol,
to dictate to him what time he went to bed and
what time he arose, where he should live and even
what he should think, to drill and perhaps to flog
him to approximate him to the ideal nigger working
for an average mine-owner in a Rand mine.

(5) It is said that holidays would not be so
attractive to the labourers if the public-houses were
closed. But you are not going to close the public-
houses ; you are, | think, driven by a belief that
you cannot with fairness deny a stimulant to a
man in the Black Squad'who works under horrible
climatic conditions in the open air and you are
going to allow him to have light beer. He will go
to the public-house to get his light beer just as he
goes now to get his strong beer. His holidays will
be just as attractive, and if your object is to make
it unattractive you will have to close picture palaces
and deprive him of all opportunity for amusement.

(6) Every one of the deputation which waited
on you the other day drinks moderately—they told
you so—but they would be insulted if you told
them that they were unfitted for work because of
this habit, and | really believe that you run grave
danger by insulting or being understood to insult
the people of this country of all classes by interfering
with their liberty. The agricultural labourer, the
honest, self-controlled artisan, the small tradesman,
inspired by patriotic motives and doing his duty,
may feel that those who are running the War do
not trust them, and you may impair the fighting
enthusiasm of your country. | hear rumours from
all sources, from the Opposition, from the Labour
Party, from total abstainers and excessive drinkers,
from political " wire-pullers ' that you will be met
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with opposition. But you will, of course, succeed
in overcoming all this and | would only urge in
conclusion two important things :—

(1) You must consult Labour so that you may
find your difficulties lessened by their acqui-
escence. ' You may have to persuade employers
to give them something dse whilst you are doing
this.

(2) You ought, I think, to consult some
financial expert on the finance. You will, of
course, not be misled by the desire of the brewers
and the distillers to get out of the trade which
is continually having to fight hostility on the part
of the community.

But | think the Governor of the Bank would
be able to give us information as to the best way
of carrying out your project. If you issue
£200,000,000 of 4 per cent, stock you must, | fear,
create a disastrous effect upon our credit. The
Irish Land Stock is an example of the effects of
a particular stock in a particular interest. | do
not sse how you can expect your brewer friends
to hold your stock ; they will run to the market
and unload it, and when it approximates to a
price of 50, it will bring down with it the price of
all other Government stock, not to the same level,
but down, and | would urge that at once you
ought to get the Stock Exchange Committee to
fix a minimum price for it in order to make it
unsaleable, at any rate, for the present.

You will notice that | make two suggestions at
the end, after letting myself go in the earlier part
of what | have written* | am now going to
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assume that | am wrong in all my objections, and
that you are going full steam ahead.”

This pungent letter will give an idea of the division
inside the Government on the drink issue. With
regard to Mr. Montagu's suggestion that diminished
production was due to fatigue arising from long
hours, the figures | give later on as to the average
hours actually worked in the yards and factories
at that time supply a complete answer.

Having decided for the tiipe being to abandon the
attempt to purchase the whole of the liquor trade,
Controlof | Prepared a measure to secure its more
liquor trade: €effective control—a measure which further
the new enabled the experiment to be made of
DORA. State purchase and management of the
liquor traffic on a small scade in particular aress.
With this programme in view | laid before the House
of Commons on 29th April a further instalment of
D.0.R.A.—the Defence of the Realm (Amendment)
(No. 3) Bill—designed to deal with the evil of drink
in those munition-making areas where it was proving
especially disastrous to the nation, and at the same
time | outlined other plans for a nation-wide
limitation of the peril.

In commending this Bill to the House | drew
attention to the very alarming evidence which had
Timelos  come to hand of the effects of excessive
through drinking. A selection of this was pub-
drinkinginar- |ished a couple of days later as a Govern-
momentworksment White Paper.  Thisgave statistics of
time lost in the shipyards and engineering shops of the
Clyde and Tyne, and reports by officers of the
Admiralty and the Home Office.

The reports were almost unanimous in making

voL. 1 v
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the same assertions as to lost time and energy due
to alcohol. Statistics compiled from 15 firms in the
Clyde district, for example, showed that of the iron-
workers, 27.6 per cent, were working more than
53 hours per week, 39.4 per cent, between 40 and
53 hours, while 33 per cent, were working less than
40 hours per week. It was a minority that slacked,
but a minority large and important enough to be
disastrous to our national output.
The measure | proposed was to the effect that any
area of importance for the production and transport
of war materials might be placed under
Control specia control as regards the sde and
of areas supply of alcohol. The areas were to be
defined by Orders in Council, and regula-
tions applied to them which might empower the
Government to close down the private liquor industry
in the area, and become itself the sole supplier of
intoxicants ; to acquire, either temporarily or per-
manently, all licensed premises and busnesses ; to
open, without licence, places of refreshment in which
liquor could be sold ; and generally to control the
licensing and sale of intoxicants within the area
The Bill was duly carried, and a Central Control
Board was st up to deal with Liquor Traffic. This
Board issued on 12th June a s of regulations by
which it took power, in any area placed under its
control, to close any licensed premises or clubs, to
regulate their hours of opening, to prohibit the sde
or supply of any specified class of intoxicant, to
impose conditions and restrictions upon licensed
premises or take them under its supervision and
to regulate the amount of liquor that could be
brought into an area or transported within it. It
further took power to prohibit in an area all sde of
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liquor except by the Board of Control, to prohibit
treating, etc.

In July a series of Orders in Council was issued,
defining the chief munition areas in the country and

placing them under the Board of Liquor
P‘e; No  Control. During the following months
orae ) the Board began to make effective use of

its powers, issuing the " No Treating "
Order in October, 1915, and drastically restricting
the hours of sde of intoxicants. For the London
area the hours of opening were in November narrowed
down to what had previously been the " Sunday "
hours.

It will be noted that | avoided total prohibition,
despite the earnestness with which this policy was
urged on me, in all good faith, by many who had
not previously been associated with the " blue ribbon "
movement. | realised clearly enough, what has since
then been demonstrated in the United States, that it
is futile to legislate far in advance of popular opinion
or the public conscience. Restriction and limitation
the nation would accept, and a considerable degree
of reform could be achieved under State control,
where the element of private profit and exploitation
was eliminated. | confined my objective to this
practical programme.

Even this reasonable scheme encountered very
bitter opposition, and in my further proposals for
Defeat of @ 9general discouragement of drinking |
proposalsto was at first compelled to swallow an
imposehigher almost complete defeat. In my speech
liquor taxation oy the 29th April | had said that |
intended in my Budget to impose a graded surtax
on the heavier beers, to quadruple the tax on wines,
to double the taxes on spirits, and to raise the maximum
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permissible dilution of spirits from 25 per cent, to
36 per cent, under proof. These proposals roused
considerable opposition both in and out of the House
of Commons. The Irish Party was particularly angry
in view of the big brewing and distilling interests in
that country. One by one | was compelled to
abandon, for the time being, these proposed taxes,
and could only retain one insignificant but quite
useful little restriction in the shape of a prohibition on
the sde of spirits less than three years old, the object
being to prohibit the newer and morefiery spirit. Even
round this a fierce controversy arose be-
" Pot v. tween the rival distilling interests—the
Patent” " Pot versus Patent " fight—for manu-
facturers of pot-still whisky made a practice
of keeping their product several years to mature,
whereas the output of the patent still was marketed
straight away.
But although | lost this opening round | succeeded
in subsequent years in carrying through the policy of
_ high taxation of alcoholic beverages, dilu-
'{r:ﬁglj’fﬁ?:”ggg' tion of spirits and encouragement of
Coniraler ¢ lighter beers.  In this campaign | was
able to utilise the aid of the Food Con-
troller, under whose care the supplies of grain required
for brewing and distilling had been placed. Not
only was the total amount brewed and distilled
restricted, but the release of such grain as was allowed
was made conditional upon a proportion of the beer
being of a light character, and the spirits being
considerably diluted. The nation sang music-hall
ditties bewailing " Lloyd George's Be-e-eer,” but
the dtatistics of insobriety showed a rapid decline.
The compulsory dilution of spirits and the elimination
of the heavier beers had an especialy beneficia
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effect, for they reduced the quantity of alcohol
content of the beverages imbibed by a high percentage.
The weekly average of convictions for drunkenness
in England and Wales, which in 1913 were 3,482,
had by the first part of 1917 fallen to 929.

The following are the figures for the total con-
sumption of absolute alcohol in Great Britain during
the War years :—

914 89 million gallons
Reduced i9J5. I NV ¢ |
consumption 1916 73 Vs
of alcohol 1917 . 45

1918 ... ... . ... 37

These figures represent the amount of alcohol
estimated to have been consumed in all forms of
alcoholic beverages—spirits, wines and beers—and
the rapid decline in the last two years is only pardy
due to the fact that millions of men had left our
shores. It is mainly attributable to the effectiveness
of the drink restriction policy which was instituted
and enforced.

While by means of progressive measures of taxation,
dilution and limitation of the intoxicating beverages
in the country, we were able to reduce very consider-
ably the effective supplies of them obtained by the
people, and especially the quantity of proof spirit
and alcohol consumed, we were pressing forward in
the industrial areas devoted to munition production
the limitation of hours and drinking facilities. But
| was by no means satisfied to adopt a purely negative
policy. The Liquor Control Board had been given
powers to take over the whole business of liquor
supply within an area, and in four of the aress it
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Carlige so treated being that of Gretna Green—
experiment in - from which was developed the Carlisle
State experiment in State management of the
management

liquor trade, an experiment which is still
with us, and on which | will forbear comment
beyond the unchallengeable statement that in the
opinion of many highly competent observers it has
more than justified the faith of those who authorised
the venture, and has demonstrated that State manage-
ment is capable of giving an orderly and adequate
provision of alcoholic refreshment under conditions
which promote sobriety and social amenity. The
positive policy of the Control Board was shown in
another very important direction—that of finding a
satisfactory substitute in the scheduled areas for the
drinking-dens whose opportunity of catering for the
leisure of the workers was being curtailed. This led
it to the appointment of a Canteens Committee. In
its first report, dated 12th October, 1915, the Control
Board stated :—

. . The Board incline to the view
Development that excessve drinking may often be
of canteens  traced to the want of adequate facilities

for food, refreshment, and recreation,
particularly in conjunction with long hours and
overtime. The improvement of public-houses and
the provision of canteens may therefore do much
to render less necessary the imposition of purely
restrictive measures. . . ."

The Board pointed out that drink was often
resorted to when food was inadequate or improper ;
and that it was important

" to supply for large numbers of persons at specified

times a suitable dietary ... at a reasonable cost.
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In endeavouring to meet this requirement, the
Board have proceeded on two collateral lines of
action:—

(@) The increase of facilities for obtaining
suitable meals at public-houses, and

(b) The establishment wherever necessary of
industrial canteens inside or within easy access
of the works, supplying both substantial meas
and light refreshment at reasonable prices.

A number of voluntary organisations rendered
great help in the promotion of these canteens, such
as the Y.M.C.A. and Y.W.C.A., Lady
\X)Yggfa?f Lawrence's Munition Makers' Canteen
organiations  COMMiittee, the Salvation Army, and the
Church Army. Asto the actual provision
of canteen premises and equipment, however, there
was a question whether the Board or the employers
should finance this; and it seemed much more
desirable that the employers should undertake this
responsibility, as it ensured their interest and gave
a better prospect of permanence to the canteens.
Accordingly, | secured Treasury sanction for an
arrangement whereby the cost of building and
equipping canteens might be charged by controlled
establishments against their current profits under
Part 111 of the Munitions of War Act, 1915, on
condition that such buildings were main-
Subsidising  tained thereafter permanently as canteens,
(c:g]/;lesgmmt save by permission of the Ministry or of
the Government Department which

should inherit its duties.
This concesson operated from November, 1915,
until November, 1918, during which period 867
schemes of canteens at controlled establishments were
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approved, the total cost of them which was recom-
mended for writing off gross profits being £1,909,135.
About a million workpeople were employed in the
establishments to which these canteens were attached.
The habit of regular and wholesome meals which
these canteens encouraged, combined with the limita-
tion and dilution of alcoholic beverages, helped to
establish the post-war tradition of moderation in
drinking and an improved standard of healthy living
with which we are now familiar.
The progress which was made amply warranted
me in stating to a temperance deputation which waited
on me in 1917 to urge total prohibition,
Standard  that by confining our objectives to practical
e erer” and attainable limits we had been able
in the last year or two to achieve a far
bigger advance toward national sobriety than had
hitherto been effected in a far longer period by all
persuasive and legislative efforts in combination.

6. WELFARE CONDITIONS IN THE WORKSHOPS

One of the most welcome features of my post as
Minister of Munitions was the opportunity it placed
within my reach of doing something to better the
socia and industrial conditions in the manufacturing
establishments which came under my direct or
indirect control. Legislation reflected the growing
desire in industry among both workers and employers
for better standards in the workshops. In matters of
Natural this kind the law cannot move very far
growth of in advance of public opinion, save at the
the Welfare  risk of becoming a dead letter. Various
movement  measures were sanctioned to a greater or
less extent by the demands of workers, the successful
experiment of enlightened employers, the zeal of
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practical reformers, and the growth of a progressive
public opinion.

They represented, of course, only the minimum
demand enforceable by law upon industry. Their
incidence was limited and partial, and they did not
go very far to ensure the highest attainable measure
of amenity, health or comfort for the worker. Some
employers were doing good pioneer work in the
voluntary creation of improved conditions for their
staffs, but they were in those days the exception
rather than the rule.

The establishment of the Ministry of Munitionsand
the new industrial development whichit organised gave
animpulsetoimportant changesinthegeneral situation.

In the first place, the State as represented by the
Ministry became a large-scale direct employer of

industrial labour, and on an even larger
;‘;fgeas scale an indirect employer of labour in the
of ,abgur establishments engaged in munition work

which were brought under its control. It
was thus in a position to exercise persuasion, pressure,
and, if necessary, compulsion, upon employersthrough-
out the country to adopt higher standards for ensuring
the welfare of their workers during the hours of
employment.

I'n the second place, the withdrawal of alarge part of
the male population from industry into our fighting
forces brought about the introduction of female
labour on a scae never previously contemplated, and
into industrial occupations which had formerly been

staffed exclusively by men. There had,
Expansion of Of course, before the War been a consider-
female labour gphle body of female labour employed in
certain types of factory—particularly in
textiles—but it now invaded unusua fields of the
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heavy industries, the shell-filling factories, and even
shipbuilding. In most of these establishments rough
and unseemly conditions prevailed and had hitherto
been put up with by the men workers, but it was
recognised as impossible to ak women to submit to
them.

A singularly favourable opportunity thus presented
itself for introducing into industry a great forward
movement for improving the general conditions of
the welfare of the workers—an opportunity of which
as Minister of Munitions | proceeded forthwith to
take full advantage.

One of the first tasks of the Ministry of Munitions
was the creation of national filling and explosive

_ factories; and from August, 1915, a
'”5%?'0” Off woman staff inspector of the Ministry
ke sWas @ work visiting these as fast as they

were opened up and keeping in touch with
the Boards of Management regarding the very import-
ant and varied questions of the welfare of women in
this often dangerous work. Her duties included
advice and help in the selection of women supervisors,
in the training of the special types of labour required,
and in the provision of doctors and nurses for its care.
In September, 1915,1 appointed a Health of Munition
Workers Committee to advise on questions concerning
Health of " industrial fatigue, hours of labour, and
Munition other matters affecting the personal health
Workers and physical efficiency " of the munition
Committee  \yorker. It was a strong Committee
representing the concentrated experience of the Home
Office, of employers, labour, and medical experts. The
Chairman was Sir George Newman and the members
included Sir Thomas Barlow, Dr. Leonard E. Hill, three
leading officers of the Home Office factory depart-
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ment, Sir W. M. Fletcher, Secretary of the Medical
Research Committee, Mr. Clynes, Professor Boycott,
Mr. Samuel Osborne, and Mrs. H. J. Tennant. It
rendered invaluable service throughout the War by
recommendations which supplied us with a practical
programme for welfare work, and became a fore-
runner of the Industrial Fatigue Research Committee
which has since the War carried out such important
investigations into the conditions of industrial
efficiency. Throughout the autumn of 1915 the
supply departments of thet Ministry of Munitions,
working in consultation with this Committee, were
organising measures to promote the welfare of
munition workersin the national factories. In Decem-
ber, 1915, | took the further step of appointing Mr.
B. Seebohm Rowntree Director of the
'\Rﬂé\}vﬁfbegT Welfare Section of the Ministry, which |
Directorof  invited him to organise. Mr. Rowntree
Welfare iswell known, not only as agreat employer
of labour, but as one of the foremost and most
successful pioneers in the development of improved
conditions in his works. | should like to pay tribute
here to the skill, energy, sympathy, and address with
which he organised this new department. The work
he did helped to transform the conditions for munition
labour during the War, and has left a permanent mark
upon conditions in our industries.
It was a difficult problem which confronted the
new Welfare Section. In a large number of the
existing factories conditions were very
Bad conditionstough and primitive, and there was no
inthefactoriestradition of care for the health or comfort
of the employee beyond the minimum that
was aready compulsory under the Factory Acts.
The pressure of work had, of course, been greatly
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intensified by the necessities of the War. Hours
were long, and premises often crowded. New factories
and extensions of existing factories were being rapidly
run up, and these temporary erections were often
occupied and buzzing with activity before any thought
had been given to the provision of accessories in the
shape of lavatories, cloak-rooms, messrooms, or
canteens. And, in addition, they were being increas-
ingly staffed by women and girls, for whose super-
vision no appropriate arrangements had been made.

The Health of Munition Workers Committee, in
a memorandum issued in January, 1916, urged the
need for attention to this side of the problem of
production :—

" If the present long hours, the lack of healthful
and sympathetic oversight, the inability to obtain
good wholesome food, and the great difficulties of
travelling are allowed to continue, it will be im-
practicable to secure or maintain for an extended
period the high maximum output of which women
are undoubtedly capable.>

Under the Munitions of War (Amendment) Act
of January, 1916, | had taken powers to control not
only the wages but the conditions of

Apdicy  employment of women workers on muni-
adopted " tions, and also of semi-skilled and unskilled

men and boys taking the work of skilled
men in controlled firms. The Welfare Section of the
Ministry, however, while holding these powers in
reserve, adopted the deliberate policy of educating
rather than compelling the firms engaged on munition
work to put in hand arrangements for the welfare of
their employees. Mr. Rowntree held that this was the
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only way of ensuring that the improved conditions so
created would continue permanently after the War.

In the first instance the Welfare Section naturally
devoted its principal effort to securing proper con-

ditions for the women workers. At the
Efforts/or outset they were often worse off than the
women workergxisting male staffs, for no special accom-

modation or provision had in most cases
been furnished for them, and they had no person of
their own sex in authority to whom to appeal. In
April, 1916, | ruled that women supervisors should
be appointed in all national factories where women or
young persons were employed, and that they should
be approved by the Welfare Section. Their intro-
duction into these national factories served as a
precedent for their introduction into controlled
establishments. In the same month a start was made
by the Section with the development of welfare
supervision for boys.

The welfare arrangements which were initiated
included the provision of saffs and proper accom-
modation. The daffs comprised supervisors and
assistant supervisors of welfare, and in the larger
works, matrons, nurses, lady doctors, cloak-room
attendants, etc.

The provision of welfare accommodation included
such matters as washing facilities, sanitary conveni-

ences, cloak-rooms, canteens, segts in
Scopeof work-rooms, supplies of overalls and caps,
welfare . e
provison  and recreation facilities. It was necessary

to persuade some employers that one
broken basin and ajug of cold water was insufficient
washing provision for a staff of 300 workers ; that
workers engaged in hot, heavy and exhausting work
should be able to have convenient access to clean
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drinking water and not to be reduced to running the
risk of typhoid by drinking water intended only for
manufacturing purposes; that the efficiency of
workers would be increased if they were not required
to work all day in clothes drenched in the morning
on the way to the factory, and if they could take
their meals in comfort in a mess-room, or—better
still—get cheap and wholesome food in the canteen,
instead of gobbling scrappy meas beside their
machines.
The policy of persuasion was, however, justified by
its results. The demand for welfare supervisors grew
to such an extent that specia training
Success of courses were arranged by the department
thepolicy —a function later on taken over by the
London School of Economics and by most
of the provincial universities. Over 1,000 supervisors
of varying grades were working in munition factories
at the date of the Armistice. Allowing for the fact
that their appointment had been made compulsory
in T.N.T. factories and practically compulsory in
national factories, probably some 700 had been
appointed voluntarily by heads of firms or boards of
management.
The welfare policy of the department ensured the
standard of physical comfort for nearly 350,000
workers in the national factories and
Welfare Government establishments, much above
achievements  the minimum required under the Factory
and Workshop Acts, and it stimulated a
similar provision of canteens, rest rooms, ambulance
rooms, and other material comforts, to a greater or
less degree in a large proportion of the other controlled
establishments, in which at least 400,000 women
munition workers were employed. This increased
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comfort was extended in some measure at least among
amillion and a quarter men and nearly a quarter of a
million boys similarly employed by controlled firms
and in national factories.

The department built, or promoted the building
of, 11,738 flats and houses for munition workers. It

provided hostels for more than 23,500
Housng of  \orkers and secured further accommoda-
bl tion in a large number of other cases,

together with lodgings and billets in
private houses for munition workers. It provided
directly for canteens and mess-rooms in the great
majority of the 150 national and Government
factories, while the Central Liquor Control Board
approved on behalf of the Department the canteens
of some 740 controlled establishments.

Itswork in promoting intelligent care for the health
and comfort of employees, the convenience of their
hours, the hygienic conditions of their work, is perhaps
less susceptible to statistical statement, but was at
least as important in the permanent impression it
made on our national industrial conditions.

As early as 1917-18 the "Factory Inspectors
Annual Report" bore witness to the effect of the

welfare movement stimulated by the
Evidence of ~ Ministry of Munitions in permeating
success of work the standards of non-munition trades,
such as :—

" Cotton and woollen and worsted textiles, in
laundries, in potteries, in biscuit factories . . .
where conditions, with honourable individual ex-
ceptions, have long been stationary, but here too

. . the new movement hasbegun to take effect. . .
In these and many other developments moving
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towards social welfare in non-munition factories in
1917, thereis really less sudden a growth than it is
apt to be considered. Enlightened workers have
been asking for these things, and enlightened
manufacturers have been demonstrating for many
years that these improving conditions are both
rightly demanded and practicable. Now common
sene awakened sees that the pace must be greatly
quickened. ... Itis not only in controlled and
national factories that material advance has been
made. The whole spirit of management has
quickly changed in many factories and industries
where nQ new welfare order runs, and where State
control of profits has not entered."

Legislative provision for the extension of the
welfare movement was in full operation when the
work of the department ceased. The
\fvlélfftgg principles estabjished by Fhe Ministry
legislation through persuasion were being gradually
followed up by the Home Office with
definite legislation. As early as August, 1916, the
Police, Factories, etc., Miscellaneous Provision Acts
gave definite powers of enforcing welfare provision.
The Trade Boards Act of 1918 authorised trade
boards " to make representations" to Government
departments with regard to working conditions in
their trade, while in the organised industries an
increasing number of Joint Industrial Councils were
beginning to consider questions of hours, conditions,
and training. The prospect of legislative provision
for a 48-hour week for all factory workers had
appeared on the horizon.
In the light of these and other subsequent develop-
ments, there ssams to have been a certain note of
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prophecy in a speech made by me as Minister of
Munitionsin February, 1916, when | remarked :—

" It is a strange irony, but no small compensa-
tion, that the making of weapons of destruction
should afford the occasion to humanise
Myspeech industry. Yet suchisthe case. Old pre-
'igi';ebr”aryjudices have vanished, new ideas are
abroad ; employers and workers, the
public and the State, are favourable to new methods
This opportunity must not be allowed to slip. It
may well be that, when the tumult of war is a
distant echo, and the making of munitions a night-
mare of the past, the effort now being made to
soften asperities, to secure the welfare of the workers,
and to build a bridge of sympathy and under-
standing between employer and employed, will
have left behind results of permanent and enduring
value to the workers, to the nation and to mankind
at large.”

VOL. | w



CHAPTER X
THE STRATEGY OF THE WAR
EASTERN V. WESTERN FRONTS

IN the foregoing pages | have told something of the
way in which the Ministry of Munitions was
inaugurated, and of the human side of the problems
with which it was faced. Before proceeding further
to describe its practical achievements in the sphere
of munition production, | must turn back to give
some account of the battlefields for which these
supplies were required, and the strategy they were
designed to support.

For if it had involved tedious and incessant effort
to break down the barriers of routine and military
inertia which hampered the equipment of our forces,
the parallel task of ensuring that our resources of
man-power and munitions should be used in the
most effective manner was still harder, and in fact
was never carried out satisfactorily until the closing
period of the War. | will now give a brief sketch
of this problem, and of the efforts made to secure
what | conceived at the time to be a wise solution.

There was during the early months of the War
practically no effective War Council in the country
keeping the position in constant review by directing
and co-ordinating our efforts. There was a sense of
leisureliness, if not of casuaness, in our exertions.

354
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After the great battles of the Marne and Ypres
the War seemed to be settling down to normality. It
was becoming accepted as if it were an ordinary part
of the daily existence of nations. The people every-
where were adapting themselves to war conditions.
The population of Whitehall, high and low, were no

exception. That may account for the
ﬁu'r'r nogreal fact that there was a " no great hurry "
amoghere  AMosphere about our movements.  The

Germans had failed to capture Paris. It
is true their armies were clamped firmly in Belgium
and some of the richest departments of France, but
they were kept within the limits of these autumnal
conquests and could get no farther. The safety of
the Channel ports had been assured by the battle of
Ypres. There was some fighting in Poland and the
Russian steam-roller had been pushed back by the
Germans, but it had made up for that by rolling
forward in Galicia. The Central Powers had been
checked. We could now take our time to enrol and
equip. That was the official temper—I am not sure
that it did not represent the national attitude towards
the end of 1914.

The fact that we were lavishing life and treasure
away every day the War was prolonged ; that Russia
had revealed a dangerous weakness in the matter of
equipment of her great armies, and that another
campaign might therefore lead to her collapse and
leave all the fighting to France and ourselves ; that
the position of Serbia was precariouseand that the
Central Powers might any day sweep her out of the
way and open the road to the East; that unless we
stirred ourselves up immediately we might not be
able to put awell-equipped army in thefielduntil the
third year of the War : all these possibilities never
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seemed to come into the reckoning to disturb the
general equanimity.

As far as the people at large were concerned, this
composure was attributable to their unshaken con-
fidence in our military chiefs and naval captains.
What | had already seen of the official military
attitude towards the equipment of our armies and
their failure to grasp the new conditions of war as
they had developed in France, convinced me that
there was no justification for this remarkable
complacency.

This induced me to write the following letter to
the Prime Minister :—

“n, Downing Street, W.
31st December, 1914.
My dear Prime Minister,

| am uneasy about the prospects of the War
unless the Government take some decisive measures
My letter to 1O grip the situation. | can see no signs
thePrime anywhere that our military leaders and
Minister, guides are considering any plans for
81214 extricating us from our present unsatis-
factory position. Had | not been a witness of their
deplorable lack of prevision | should not have
thought it possible that men so responsibly placed
could have so little forethought. You remember
the guns and ammunition incident. When |
raised the question in the Cabinet, the War Office
had only ordered 600 guns in all. These were
to be delivered before next September. The
immense manufacturing resources of the country
had not been organised for cannon, rifles, or
ammunition, and America was not even explored.
As a result of the activities and suggestions of the
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Cabinet Committee, 4,000 guns are now promised
before that date. Ammunition has aso been
provided for those guns. Rifles not yet satis
factory . . .

No real effort has been made until this week to
ascertain the Russian position. Now K. has
invited a Russian officer to come over to confer
with a view to helping Russia with ammunition.
Two months ago | pressed it on the War Office.
Had it been done then we could have helped
Russia, whilst Archangel was still open, and saved
her from the peril of exhausted caissons.

Could we not have a series of meetings of the
War Committee of the CJ.D. at an early date ?
Occasional meetings at intervals of a week or a
fortnight will end in nothing.

Forgive me for intruding on your well-earned
rest, but | feel that a continuation of the present
deadlock is full of danger.

Sincerely yours,
D. LLOYD GEORGE."

This letter led to the calling of a War Committee
at an early date to review the position. In order to
form an opinion on the discussons and decisions of
this Committee it is necessary to recall the military
position at that date.

When the campaign of 1914 on all fronts came to
an end owing to weather conditions, the Supreme

Command, political, military and naval
Colapse of in the belligerent countries, had time to
plans of all ¢ review the position and to decide upon
their future course of action. Every
army found its first plans baffled and broken by the
fighting that had taken place. Not one of the



358 WAR MEMOIRS

elaborate schemes so carefully prepared and perfected
for years by experts and lying in their bureaux ready
to put into resistless operation on " the day "—for
they all had their eagerly expected " day "—survived
the actual clash of battle. Something went wrong
with them all.

There was the long-prepared and pigeon-holed
German plan for crushing France in a few weeks by

an outflanking march of overwhelming
The forces through Belgium, followed by an
Germanplan immediate turning to the east with the

victorious troops to roll up the armies of
Russia It had been worked out to the last detail.
Nothing had been overlooked except the extent and
effect of Britain's military intervention, and also
perhaps the equally important fact that the execution
of the plan would be in the hands of different men
from those who originated it. That scheme had now
failed utterly and its fragments were scattered along
the banks of the Marne and the Yser. The pigeon-
hole at Berlin was empty. The thwarting of the
invincible plan had not been anticipated. A new
plan must therefore be worked out.

The French plan of attacking with the first and
second armies south of Metz, and with the fourth
and fifth north of it never had a chance of success.
It was based on an assumption that never materialised.
The British idea of holding the Germans on the
Belgian Front whilst the French dealt with them lower
down was based on the same complete miscalculation
of the German strategy as that which misled the
French generals. This was merely conforming to
the French strategy. Had Sir John French's idea
of the occupation of Antwerp been adopted there
would have been a different situation to deal with.
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The Austrian dream of an easy march from
Belgrade to Nish had a rude awakening, for the
Serbian pessants inflicted two disastrous defeats on
their jaunty invaders. The Russans had some
uccesss against Austria.  Against Germany, if they
ever had a plan, it never came off. The invasion of
East Prussia was little more than a chivalrous
improvisation to save France from the blunders of
her generals. It came to a bad end at Tannenberg.

The great struggles of 1914, therefore, had
shattered every military dream and wrecked every
military hope on both sdes. The military leaders
were bereft of any clear idea how ultimate victory
could be attained. Every.army had its failures.
Every army had its successes At the end of the 1914
campaign they all rejoiced in the victories and forgot
the defeats. That was the general state of mind in

and behind all lines. But no one had
Need for any clear notion what to attempt next.
new plans New plans must therefore be thought of
for the 1915 campaign.

| was bold enough to form an opinion as to the
general situation and rash enough to expressit. As|
have been severely criticised in certain professional
quartersfor my impertinent activitiesin thisdirection,
| feel bound to state the considerations that led me to
challenge the policy or lack of policy which in the
event was responsible for prolonging the War, added
enormously to its sacrifices in human life, increased
its burdens and brought the cause of the Allies to the
very brink of irretrievable disaster.

Why should a civilian who had made no study of
the science of war have concerned himself at all with
strategical questions? Why not leave that phase
of the war problem to men who had devoted their
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lives to such a study ? My answer to those who
charge me with meddling in a business of which |
knew nothing except what | had learnt by a reading
of past wars, and conversations with soldierswhom
| had met here and in France, is that as events
developed it became increasingly evident to the
rawest amateur mind that the military were fumbling
Military failure PAlY With theirjob. The Allied strategy
tograpplewith in France had been a sanguinary mistake
strategical  which nearly brought us to irretrievable
problem defeat. When it failed the High Com-
mands had no rational alternative to propose. The
Allied generals were completely baffled by the decision
of the Germansto dig in. They could think of nothing
better than the sacrifice of millions of men in a hope-
less effort to break through. Even then they had not
worked out what mechanical aid was necessary to
carry out such an operation, nor had they given any
real systematic thought to the methods of providing
their armies with the requisite machinery for putting
into effect their hazy and crazy plans.

How crazy were their ideas at this stage can be
ascertained by reading the painful story of a successon
of foolish offensives which for years were to mow down
the flower of British and French youth by the million
in vain efforts to rush machine guns, skilfully con-
cealed and effectively protected.

The primary responsibility for success or failure
rested with Governments, and they could not shuffle

off any part of that responsibility by
Responsibility pleading that they had placed their trust
of statesmen  in experts who were obviously unequal
to their task.

By the end of the year over a million young men

had volunteered and had been duly enrolled either
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in the Kitchener armies or in the Territorials, and
thousands were still streaming in. Amongst them
were the pick of the youth of the country in physique,
brain and character. In every sphere of life all
that was best amongst the young men of the land
joined the Army. It cannot be said as yet that they
had donned the King's uniform, for in the best-
equipped of all countries for the manufacture of
men's apparel, the War Office had not yet succeeded
in procuring the necessary supply of uniforms for all
_ their recruits. But it was already evident
Qualityof  that the human material which was
the new everywhere being trained into soldiers
was of a higher quality than anything to
which drill sergeants had hitherto been accustomed.
The Universities were drained of all the physically
fit—so were all the professons. Artisans, miners,
labourers—all contributed of their choicest.

In some quarters the prejudice against leaving home
to join the Army still lingered. Recruiting agencies
had still in some areas a difficulty in overcoming the
tradition about the youth who for some unsatisfactory
reason " ran away to become a soldier." And it took
some time and much appeal to break it down. | had
taken my part in these recruiting appeas especialy
amongst Nonconformists, who had aways been in-
clined to hold aloof from the Army, and aso
amongst my Welsh fellow-countrymen of all creeds.
For these reasons, apart altogether from my responsi-
bility as a Member of the Cabinet that declared
war, | felt a specia obligation to se that the men
who volunteered to face death for their country's
honour, should be equipped with the best their
country could provide them with in order to fight its
battles, and that the most effective use should be made
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of their valour in the battlefield. The events of the
last few months had shaken any confidence | ever
had in the wisdom of military leadership and | was
full of apprehension lest the flower of Britain's youth
should be mown down through professional rigidity,
narrowness and lack of vision.

| had no pretence to any knowledge of strategy,
but there were certain obvious facts which were
apparent even to the uninitiated in the mysteries
of war.

Thefirst was that if the resources of the belligerents
on both ddes were assessed—in men, material and

money—the Allied Powers possessed an
Obviousfacts  gverwhelming advantage over their foes
of the : ; :
Situation provided their resources were effectively
utilised and wisely directed.

This Allied superiority was, however, completely
neutralised by the fact that two out of the three Great
Powers (Britain and Russia) that constituted the
Alliance against Germany and Austria were inferior
in equipment to their foes. As far as heavy
artillery went France was aso inferior. Equipment
was therefore the most urgent problem for the Allies.
Unless they exerted themselves to the utmost to
make up their deficiencies in this respect, victory
was unattainable. Two out of the three (Britain
and France) had great manufacturing capacity,
and America with its infinite resources was also at
their call for that purpose. The third, Russia, was
very deficient in manufacturing capacity and had no
credit for purchase abroad, but had an inexhaustible
reserve of the best human material. Asto equipment,
therefore, the problem was first to utilise all our
available resources at home and across the ses to
increase the numbers and power of our machinery



THE STRATEGY OF THE WAR 363

of war and to do so without loss of time, and secondly
to pool the output fairly and distribute it where it
could be most effectively used for the Allied cause.

The second and outstanding fact was that the
Germans had largely neutralised the Allied superiority
in man-power on the Western Front not only by
better equipment but by constructing the most
extensive and formidable line of entrenchments ever
known in the history of war.

There was no way of outflanking the German lines
in France and Flanders, and any attempt to force
them by frontal attacks would involve losses so colossa
that no sane man would contemplate such a sacrifice
of human life as a possibility, if there were any othv,r
means available of breaking through on a more
vulnerable front. At any rate the Allies had not the
necessary gun-power to make any effor' to break
through on the west a feasible operation, and it
would take years to equip them with an artillery
numerous and heavy enough for such an attempt.

The third was that, whilst the Central Powers had
an entire front of 600 miles on the west which presented
no great physical difficulties for them in the way of
entrenchment in length or in the character of the soil,
on the Eastern and South-Eastern Fronts they had a
Une of thousands of miles to defend, much of it swamp
which was too soft in summer and too hard in winter
for any entrenching tools to handle. Moreover, their
man-power would not suffice to garrison effectively
S0 extensive a fortress.

The fourth was that on that front, Germans and
Austrians were confronted with a foe who could turn
out millions of brave men traditionally fearless and
skilful in war, who only needed efficient equipment
to make their numbers and their valour irresistible.
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On the South-Eastern and Southern sections of that
Front the Central Powers had to defend their positions
with an army drawn from a population,
Weaknessof  three-fifths of which belonged to races
g}%ﬁtua”an hostile to the governing races in the two
Empires and entirely sympathetic to the
Allied population on their frontiers. The Slavs,
Roumanians, and Italians who constituted the
majority of the people ruled by Franz Joseph had
been straining for freedom from the dominion of a
privileged racial caste, and their prospect of gaining
it would be accelerated by the defeat of the German
regime, whilst it might be indefinitely postponed by a
Teutonic victory.

Oat of a total population of over 50 millions
in Aust/ia-Hungary, only 12 milliions were Germans
and 10 trillions Magyars. Almost 30 millions
belonged to populations which were kith and kin
to the nations with which Austria was either at war,
or was about to wage war. Even the Magyars were
not too eager to follow the rash lead of Vienna. It
was known that Count Tisza, the ablest and calmest
of all the Hungarian statesmen, was rootedly opposed
to the mad plunge into war with the Serbian Slavs.
What made Austria specially vulnerable was that
the provinces contiguous to her actual or contingent
foes were populated by the races who by blood were
nearly related to the enemies of the Empire. This
proved to be a source of weakness to the Austrian
armies during the whole course of the War, and a
danger against which they found it impossible to
guard.  Whenever the Russians gained an appreciable
advantage in their attacks, Slavonic regiments
surrendered with ease and even with ill-concealed
satisfaction, to the onslaught of ill-equipped Russian
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armies. One Czech regiment marched through into
predestined captivity in Russiawith the band playing.
It was also quite obvious to anyone who surveyed
the possibilities of the Balkans with some knowledge
of thedisposition and quality of its peoples,

Potentialities that if the Allied Powers had taken strong
intheBalkans and timely action they could have or-
ganised out of the warlike races that

inhabit this turbulent peninsula from the Danube
down to the Chersonese and thence southward
to the Peloponnesus, a formidable confederation
with an army of trained men already tempered in
the fires of war. The Serbians had at that time an
available force of 300,000 men. The Roumanians
could put at least half a million men in the field.
The number of fighting men available in Roumania
was placed by the War Office at 900,000. The
Greeks had 400,000 trained men. The Bul-
garians owed a deep debt of gratitude to Russia for
the part she had played in their liberation, and their
memories of Gladstone's fiery crusade on their behal f
against Turkish oppression turned their hearts to-
wards Britain. If attached to the Allied side they
could have placed another 400,000 men at the dis-
posal of the Alliance. All the contingents were of
the doughtiest fighting material with recent war
experience. The organisation of such a confederacy
would have involved loans which in the aggregate
would not have amounted to one week's cost of the
War to the British and French taxpayer. There
would aso have been some difficulty in the way of
a preliminary arrangement of the spoils. But this
was by no means an insuperable obstacle to agree-
ment. There was plenty of honest loot awaiting
the plunderers without transgressing any principle
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of racial liberty or self-determination. The Slavonic
provinces of Southern Austria would have satisfied
Serbia.  Roumania would have been only too
pleased at the prospect of annexing Transylvania
with its three millions of men of their own blood.
The Bulgarians could have been brought in by the
prospect of the re-annexation of Adrianople and a
port on the Aegean; and the Greeks had an eye
on the littoral of Asia Minor, where their own people
had built up prosperous towns and brought the
valleysinto fruitful cultivation. It would have been
necessary to take in hand immediately the equipment
of the various armies that composed the confederation.
That would have been a gradual process. At first
an addition of light artillery and ammunition, with a
few machine guns, would have sufficed in these
mountain fasnesses. The presence of 100,000 British
troops, or a composite army of British and French,
equal to half the forces subsequently sent to the
Dardanelles or one-third of the numbers sacrificed
in the spring and summer of 1915 in vain attacks on
infrangible German redoubts in France and Flanders,
would have given that moral strength to the Balkan
Armies imparted by the physical presence of the
banners and soldiers of the great Western Powers.
Such a contingent would have had an incalculable
effect in welding, inspiring, sustaining and restraining
all the other elements in this formidable combination.

The Central Powers were much better equipped
in the matter of heavy artillery than were the
Allies. A break through in France

G
suL:)r;’iorityof demanded superiority in guns of the
enemy in heaviest calibre and an overwhelming
thewest supply of ammunition. The Allies could

not hope to achieve supremacy in this respect for
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two years. The question of inferior equipment in
the heavier calibres did not present so formidable a
difficulty in agreat operation on the Eastern and
South-Eastern Fronts as it did in the west. The
Eastern Front not being so well fortified, the Allies
could then, with lighter guns and less ammunition,
make more effective use of their superiority in
numbers. The Russians repeatedly demonstrated
this fact in their attacks on the Austrians. They
only failed to exploit their victories because of the
shortage of gun ammunition for their field artillery
and of the lack of rifles. These deficiencies could
have been supplied by their western allies, had they
consented to forego their unpractical and costly
offensives.

Apart from the heterogeneity of the Austrian
Armies their organisation, training, munitionment
and direction were not comparable to that of their
great military neighbour. For these reasons Austria
was often a source of weskness, and constantly a
source of anxiety, to the German Supreme Head-
quarters, and more than once they had to detach
troops which they could ill dispense from their own
special tasks and their own frontiers, in order either to
save Austria from collapse or to clear some impending
menace from her frontiers. This wesakness, which
was so painfully apparent to the German Staff, was
completely overlooked by both the French and
British military direction. The French and British
commands were therefore implored by statesmen
and soldiers of position and experience in both
countries not to commit their armies to repeated and
wasteful attacks delivered against an impregnable
front defended by an invincible armament, whilst
completely neglecting a vulnerable front which could
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have been penetrated with a third of the troops
wasted so prodigally in the ghastly carnage of the
western battlefield.

Before coming to these conclusions | had made a
careful study of the main facts of the military position
with such information as was available to me.
| never missed an opportunity of seeking the
opinions of such military experts as were acces
sible to a civilian minister on every aspect of the
situation.

It is a mistake to assume that a competent opinion
can only be formed by genera officers who have
General saffs t@Ken no part in the actual fighting, and
haveno who have never had any personal
‘monopolyof  acquaintance with the physical conditions
judgment under which modern warfare is con-
ducted. Men who have passed months of vigilance,
anxiety and horror in the fighting line have aso
their contribution to make to the facts upon which
strategy must be based. It is a curious reflection
on the methods of promotion in the British Army
during the Great War that scarcely one of these men
ever reached the topmost ranks—except amongst the
Dominion troops. | saw many of these fighting
officers right through the War and learned much
from them.

As to equipment, | have already given an idea of
the efforts | made up to the end of 1914 to quicken
My memor- nianufacture at home and in America.
andumon | had also drawn attention to the pressing
War strategy need for helping Russia As to the
of 1 11115 general strategy of the War, at the
end of December, 1914, | wrote the following
memorandum, which | circulated to the War
Council.
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2, Whitehall Gardens, S.W.
January i, 1915.

SUGGESTIONS AS TO THE MILITARY POSITION

Now that the new armies are in course of train-
ing and will, with the Territorials, be ready by the
end of March to the extent of at least halfa million
men, | suggest that it is time the Government
should take counsel with the military experts as
to the use which shall be made of this magnificent
force. It is aforce of a totally different character
from any which has hitherto left these shores. It
has been drawn almost exclusively from the better
class of artisan, the upper Snd the lower middle
classes. In intelligence, education and character
it is vastly superior to any army ever raised in
this country, and as it has been drawn not from
the ranks of those who have generally cut themselves
off from home ties and about whose fate there is
therefore not the same anxiety at home, the people
of this country will take an intimate personal
interest in its fate of a kind which they have never
displayed before in our military expeditions. So
that if this superb army is thrown away upon futile
enterprises such as those we have witnessed during
the last few weeks, the country will be uncontroll-
ably indignant at the lack of prevision and in-
telligence shown in our plans. | may add that
operations such as those we have witnessed during
the past few months will inevitably destroy the
morale of the best of troops. Good soldiers will face
any dangers and endure any hardships which
promise ultimate progress, but this intermittent
flinging themselves against impregnable positions
breaks the stoutest hearts in the end.

VOL. 1 X
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There are therefore three or four considerations
| wish to urge on the military situation.

I. STALEMATE ON THE WESTERN FRONT

| cannot pretend to have any military knowledge,
but the little | saw and gathered in France as to
the military position, coupled with such reading
on the subjects as | have been able to indulge in,
convinced me that any attempt to force the
carefully prepared German lines in the west would
end in failure and in appalling loss of life, and |
then expressed this view to my colleagues. General
Foch told me that there would be no more retreats
on the French side, and | could well appreciate
his confidence after | had driven past trench behind
trench from Paris all the way to the Aisne. The
French generals are confident that even if the
whole of the German Army now occupied in
Poland were thrown on the Western Front, the
French and British troops would still be able to
hold their own. The same observation, of course,
must apply to the German military position. We
were told the other day that the Germans had,
during the last few months, prepared a series of
trenches of the same kind on their side right up
to the Rhine. After three or four months of the
most tenacious fighting, involving very heavy
loses, the French have not at any one point on
the line gained a couple of miles. Would the
throwing of an additional half-million men on this
front make any real difference? To force the
line you would require at least three to one ; our
reinforcements would not guarantee two to one, or
anything approaching such a predominance. Is it
not therefore better that we should recognise the
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impossibility of this particular task, and try
and think out some way by which the distinct
numerical advantage which the Allies will have
attained a few months hence can be rendered
effective ?

2. EXTENSION, AND CONSEQUENT ATTENUATION, OF
ENEMY'S FRONT

Another consideration which ought to weigh with
us is the importance of attenuating the enemy's
line by forcing him largely to extend it. The
Germans now defend a front of 600 miles. No
wastage in sight will so reduce their forces to such
numbers as would make any part of this line
untenable. The French returns of wounded prove
that 79 per cent, of the wounded return to the
line: 54 per cent, of the French wounded have
already returned ; 25 per cent, are convalescent
and will soon be back. It is a fundamental
mistake always committed by the press to exaggerate
the enemy’s losses ; the slight and curable character
of most wounds is always overlooked. But if
the length of the German line is doubled, even
at the present rate of attrition, it might be-
come at an early date so thin as to be easily
penetrable.

3. FORCING THE ENEMY TO FIGHT ON UNFAVOURABLE
GROUND

The enemy is now fighting in country which is
admirably adapted to his present entrenching
tactics. He would be at a disadvantage if he were
forced to fight in the open.
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4. NECESSITY OF WINNING A DEFINITE VICTORY
SOMEWHERE

There is another consideration which is political
as well as military, but which nevertheless cannot
be overlooked in an exhausting war like this,
where we have to secure continuous exertion and
sacrifice on the part of our people, and where we
have dso to think of hesitating neutrals with large
armies who are still in doubt as to their action.
There is a real danger that the people of Great
Britain and of France will sooner or later get tired
of long casualty lists explained by monotonous and
rather banal telegrams from headquarters about
" heavy cannonades,” " making a little progress "
at certain points, " recovering trenches," the loss
of which has never been reported, etc., with the
net result that we have not advanced a yard after
weeks of heavy fighting. Britishers have ceased to
be taken in by reports which exaggerate slight
ucceses and  suppress reverses ;  neutral states
have never been deceived by these reports. The
public will soon realise that the Germans are now
in effective occupation of a larger proportion of
Allied territory than they were in possesson of at
the date of the Battle of the Aisne. This is true
of Belgium, of France, and of Poland. These
occupied territories contain some of the richest
coafields and industrial centres in Europe, and
the most sanguinary attacks have not succeeded
in moving the Germans (on an average) a single
yard out of these territories. A clear definite
victory which has visibly materialised in guns and
prisoners captured, in unmistakable retreats of the
enemy's armies, and in large sections of enemy
territory occupied, will aone saisfy the public
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that tangible results are being achieved by the
great sacrifices they are making, and decide
neutrals that it is at last safe for them to throw in
their lot with us.

5. AN ALTERNATIVE SUGGESTION

Inasmuch as these objects cannot be accomplished
by attacks on the Western Front, some alternative
ought to be sought. | venture to make one or two
suggestions. | have heard of a proposal that there
should be an attack in the direction of Denmark
upon the north coast of Germany. This proposal
Is associated with the name of Lord Fisher. For
the moment | cannot venture to express any opinion
upon it, as | should like to know more about the
military and naval possibilities of such an enterprise.
It strikes me as being very hazardous, and by no
means certain to fulfil the purpose which its
originators haveinview. Schleswig-Holstein, with
its narrow neck, could be easily defended by a
comparatively small German force, strongly en-
trenched against a hostile army seeking to advance
into Prussian territory, and there is no room for
flanking operations. But at the present moment
| would rather not criticise this plan. My purpose
is rather to put forward another alternative, and
| think more promising scheme for consideration
by the Prime Minister and his advisers. It would
involve two independent operations which would have
the common purpose of bringing Germany down
by the process of knocking the props under her,
and the further purpose of so compelling her to
attenuate her line of defence as to make it more
easily penetrable. | will explain these two
propositions in a little more detail.
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6. THE FIRST OPERATION

| suggest that our new forces should be employed
in an attack upon Austria, in conjunction with the
Serbians, the Roumanians and the Greeks. The
assistance of the two latter countries would be
assured if they, knew that a great English force
would be there to support them. Roumania
could put 300,000 men in thefield, whilst retaining
a sufficient force to keep the Bulgarians in check.
As this move might decide the Bulgarians to remain
honestly neutral, the Roumanians could spare
another 200,000. The Greeks and Montenegrins
have an army of 200,000 available. How many
men could we spare? By the beginning of April
we shall have in this country 700,000 men who
will have undergone a six months' training. Of
these, 400,000 would be Territorials, 200,000 of
whom will have been in camp continuously for eight
months. We shall have in France a force of
300,000 men, provided we do not waste it on
barbed wire. The French can easily defend their
lines against the troops which Germany can spare
from defending Silesia after the Austrian armies
have been withdrawn to defend their southern
frontier. We should require 200,000 experienced
troops to stiffen the new armies. We should thus
have a force of 1,000,000 available. Four hundred
thousand men might be left here as a reserve to
throw into France in case of need if the French
were hard pressed before the southern diversion
against Austria had developed. Some of them
might be sent to Boulogne so as to be at hand in
case of emergency. Subsequently this force could
be used to reinforce the new Expeditionary Force
from time to time. This would leave 600,000
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available for the Austrian expedition. Gradually
this force could be increased as the new armies
were equipped.

This would mean an army of between 1,400,000
and 1,600,000 men to attack Austria on her most
vulnerable frontier. Here the population is almost
entirely friendly, consisting as it does of Slavonic
races who hate both the Germans and the Magyars.
We could send our troops up either through
Salonika or, | believe, by landing them on the
Dalmatian coast. We could seize islands there
which might make an admirable base for supplies
not far removed from the railway through Bosnia
into Austria. This operation would force the
Austrians to detach a considerable army from the
defence of Cracow, and thus leave Silesia un-
defended. The Austrians could not withdraw the
whole of their army to face this new attack, because
in that case the Russians could pour through the
Carpathians and capture either Vienna or Budapest.
The front which would be developed would be
much too lengthy for the Austrian forces to en-
trench and hold. The Germans would be com-
pelled either to send large forces to support their
Austrian allies or to abandon them. In the first
case the Germans would have to hold an enormous
length of extended front, in the aggregate 1,200
miles, and the Allies would, for the first time,
enjoy the full advantage of the superior numbers
which by that time they can put into the field.*
On the other hand, if the Germans decline to quit
their own frontiers, and leave the Austrians to their
fate, that empire would be rapidly disposed of as

* The Germans would aso render themselves liable to a dangerous attack
in the rear from the immense forces which by that date Russa will have
placed in the field.
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a military entity, and about 2,500,000 men (in-
cluding Russians), engaged in the task of attacking
it would be free to assal the Germans.

7. TWO INCIDENTAL ADVANTAGES OF THIS COURSE

i. Something which could be called a victory
would be thus within our reach, and the public
would be satisfied to support with all their resources
the conduct of the War for a much longer period
without grumbling or stint.

2. Italy would not only be encouraged by this
formidable demonstration, she would be forced to
come in in her own interest, because the operations
would be conducted largely along the coast which
sheislooking forward to annexing to her kingdom, as
the populationis predominantly Italian. She must
view with very great jealousy any occupation of
this territory by Serbian troops, and Italian public
opinion would not countenance any proposal on
the part of the Italian Ministry to come to the aid
of Austria if we made it clear that the whole of this
littoral would become Italian territory if Italy
helpqgd to conquer it.

8. THE SECOND OPERATION

This involves an attack upon Turkey. There are
four conditions which an attack on Turkey ought,
in my judgment, to fulfil :—

1. That it should not involve the absorption
of such a large force as to weaken our offensive in
the main field of operations ;

2. That we should operate at a distance which
would not be far from the sea, so as not to waste
too many of our troops in maintaining long lines
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of communication and so as aso to have the
support of the Fleet in any eventualities ;

3. That it should have the effect of forcing
Turkey to fight at a long distance from her base
of supplies and in country which would be
disadvantageous to her ;

4. That it should give us the chance of
winning a dramatic victory, which would
encourage our people at home, whilst it would
be a corresponding discouragement to our
enemies.

Perhaps | ought to add a fifth : it would be a
great advantage from this point of view if it were in
territory which appeals to the imagination of the
people as a whole.

What operations would meet these conditions ?
It is supposed that the Turks are gathering together
a great army for the invasion of Egypt. The
sections show that they have collected something
like 80,000 troops in Syria, and that they are slowly
moving them along towards the Egyptian frontier.
| would let them entangle themselves in this
venture, and whilst they were engaged in attacking
our forces on the Suez Canal, | would suggest that
a force of 100,000 should be landed in Syria to cut
them off. They could not maintain themselves
in that country very long once their railway com-
munications were cut. They would therefore be
forced either to fight or to surrender. The distance
from Constantinople to Syria would not permit
them to bring up reinforcements in time to produce
any impression upon the situation. A force of 80,000
Turks would be wiped out and the whole of Syria
would fall into our hands. The pressure upon



378 WAR MEMOIRS

Russia in the Caucasus would be relieved ; the
Turkish Army in Europe could not effectively
attack our lines of communication as they would be
bound to take steps to redeem the situation in Syria,
and, if possible, recover the country.

Unless we are prepared for some project of this
character | frankly despair of our achieving any
success in this war. | can se nothing but an
eternal stalemate on any other lines. The process
of economic exhaustion alone will not bring us a
triumphant peace as long as Germany is in poses
sion of these rich allied territories. No country has
ever given in under such pressure, apart from defeat
in the field. Burke was aways indulging in
prophecies of victory as a result of France's exhaus-
tion. The war with France went on for twenty
years after he indulged in his futile predictions.
Germany and Austria between them have 3,000,000
young men quite as well trained as the men of the
Kitchener Armies, ready to take the place of the
men now in the trenches when these fall. At that
rate the process of exhaustion will take at least ten
years. In soil, in minerals, in scientific equipment,
Germany is a country of enormous resources. In
the number of men who have a scientific training it
isinfinitely the richest country in the world. That
must not be left out of account when we talk about
the process of exhaustion. No doubt they will
suffer a good deal from lack of copper. We must
not depend too much on this. German industries
dependent on copper will suffer, but one way or
another copper will be found for ammunition.
Copper in small quantities will get in through
neutral countries ; neutrals cannot resist the prices
offered by Germany for their copper supplies.
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Moreover, they have some copper mines in
Germany. Some of them were working at a profit
at the date of the War. There must be many more
lower grade copper mines which would not have
paid under ordinary conditions, just like the copper
mines of North Wales, but which would become
immediately profitable when the price of copper is
doubled or trebled. Moreover, they have inex-
haustible supplies of coal and iron, and as long as
they have the Hungarian plains they can frugally
feed themselves. There is an enthusiasm and a
spirit, according to every testimony, which cannot
be worn down by a two or three years' siege of
German armies entrenched in enemy territory.
The German spirit will not be broken by the
bombardment of Dixmude or Roulers.

We cannot allow things to drift. We ought to
look well ahead and discuss every possible project
for bringing the War to a successful conclusion.
Supply and ammunition difficulties, severe economic
pressure, financial embarrassments, even privation
and distress—nations will face them cheerfully as
long as their armies in the field are in unbeaten
possession of their enemies' land. But once defeat
which is unmistakable comes their way, moderate
economic troubles make a deep impression on their
judgment. Such defeats are not to be compassed
along our present lines of attack, and we ought to
seek others.

If a decision were come to in favour of some such
plan of campaign as | have outlined, it will take
weeks to make the necessary preparations for it. |
cannot recollect that in our discussions at the C.1.D.
such an operation was ever contemplated. The
ground therefore has not been surveyed. It would
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take some time to collect the necessary intelligence
as to the country, so as to decide where to land the
Army and what shall be the line of attack. Trans-
port would have to be carefully and secretly
gathered. Large forces might have to be accumu-
lated in the Mediterranean, ostensibly for Egypt.
It might be desirable to send an advance force
through Salonika, to asSg Serbia  Military
arrangements would have to be made with
Roumania, Serbia, Greece and, perhaps, Italy.
All this must take time. Expeditions decided upon
and organised with insufficient care and prepara-
tion generally end disastrously. And as similar
considerations will probably apply to any alterna-
tive campaign, | urge the importance of our
taking counsel and pressing to a decision without
delay.
D.LL.G.

When | wrote this memorandum | had five months'
experience of what war under modern conditions
meant. After four and a half years of the closest
acquaintance with its problems | stand by the main
thesis of this document.

Both the rival armies had attempted to break
through the defences of their opponents in the west
and had failed after the most sanguinary battles. The
Germans recognised theimpracticability of attempting
to force the western barrier and decided to go for the
east. By strengthening their entrenchments in the
west they reckoned on being able to hold the Allied
forces with two men to the combined French and
British three. When in 1916 they changed their
strategy and attacked the strongly fortified French
positions at Verdun, their effort failed and they
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wasted irrecoverable time and opportunity. On the
Allied side there was considerable division of opinion
on the issue of the " way round " by the eastern
flank.

The controversy that arose on this subject has been
represented as a struggle between the amateur and the
professional soldier—between the ignorant politic-
ian and the trained warrior. This is a wanton and
rather silly misrepresentation of the origin of that
conflict of ideas which divided those who were
responsible for war direction in the Allied countries
from 1915 up to the end. There were highly
placed politicians on both sdes of the controversy.
But there were adso military men of outstanding
ability who took different sdes. | had a conversation
with Lord Kitchener on my memorandum. His

attitude towards it was certainly not
Kitchener's that of the professional who resents the
tfZZndw intrusion of amateurs. Quite the con-

trary. He expressed a considerable
measure of agreement with my general theme.
He was emphatic about the impossibility of
penetrating the German lines on the Western
Front, and driving the German Armies out of
France and Flanders, without incurring sacrifices
which he rightly considered prohibitive if another
way could be found of defeating the Central Powers
i_rflvolving the payment of a smaller toll in human
ife.

The day after | circulated my memorandum, Lord
Kitchener, in one of his periodic flashes of insight,
wrote this remarkable letter to Sir John French
to the headquarters in France .—*

«Sr GeorgeArthur's" Lifeof Lord Kitchener/' Vol. 11, p. 35.
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" January 2nd, 1915.

There does not appear to be much sign of the
contemplated push through on the part of the

French Army. Probably they find them-
Kitchener's sglyes up against the same problem all
1t o along the line as you do in your part, viz.

trenches that render attack only a waste
of men for a few yards gained of quite worthless
ground. The feeling is gaining ground that,
although it is essentia to defend the lines we hold,
troops over and above what are necessary for that
service could be better employed elsewhere.

| suppose we must now recognise that the
French Army cannot make a sufficient break
through the German lines of defence to cause a
complete change of the situation and bring about
the retreat of the German forces from Northern
Belgium. |If that is o, then the German lines in
France may be looked upon as afortress that cannot
be carried by assault, and also cannot be com-
pletely invested—with the result that the lines can
only be held by an investing force, while operations
proceed elsewhere.

The question of where anything effective can
be accomplished opens a large field, and requires
a good deal of study. What are the views of your
staff ? Russia is hard pressed in the Caucasus, and
can only just hold her own in Poland. Fresh forces
are necessary to change the deadlock ; Italy and
Roumania seem the most likely providers ; there-
fore some action that would help to bring these out
seems attractive, though full of difficulties.”

At that moment Kitchener was definitely opposed
to the Western Front superstition and had turned his
mind to the " way round."”
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In coming to this conclusion | do not suggest that
Lord Kitchener had been influenced by the argu-
ments submitted to him in my memorandum the
day before he wrote this letter, but in giving expression
to views he had no doubt already formed as to the
unwisdom of wasting his new armies on impossible
frontal attacks in France and as to the desirability of
forcing the issue on some other front, he was sustained
by the fact that he discovered he had political support
inside the Cabinet for his ideas. At the same time
Mr. Winston Churchill's mind was moving in the
same direction. Lord Kitchener, Mr. Churchill and
| arrived at similar conclusions independently of
each other.

A few days later Sir John French, when brought
over from France to attend a Committee that was

examining the strategical position, ex-
Sr John pressed his opinion that " complete success
French'sview ggainst the Germans in the western

theatre of war, though possible, was not
probable. [fwefound it impossible to break through,
he agreed that it would be desirable to seek new
spheres of activity in Austria, for example."

Itisarather asignificant coincidence that a proposal
almost identical with mine was submitted on 1%
January, 1915, by General Gallieni to M. Briand and
to the French Premier, M. Viviani. Gallieni was a
man of tried genius, and was recognised as being one
of the most resourceful of the Allied Generals. M.
Poincare in his " Memoirs " refers sympathetically to

N the Gallieni plan and he goes on to say
8&@05 of  that General Franchet d'Esperey, one of
Gallieni the soundest and most successful of the

French Generals, had already suggested
it to him when he saw him at his Army Headquarters
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at the French Front. General Gallieni's views on the
subject are recorded by his secretaries in their highly
interesting book " Gallieni Parle. !

" The participation of France in the War in the
East, the intervention of one of our armies in the
Balkan theatre, is perhaps the question which
interested him most deeply from the time he became
Minister ! He saw in it consequences such as no
one then anticipated.

From 1914 on a French Expedition to the Balkans
could and should be for us the happy solution ; in
fact the only one which would permit a prompt
ending of the War in victory. ONE CANNOT
BREAK THROUGH ON THE WESTERN FRONT,
he complained. The German offensve on the
Yser, made under excellent conditions and which
nevertheless failed, proves that to us. There-
fore we must find another way. Towards the East !
Take Constantinople. How ? We need a harbour,
quays, in order to disembark troops, and a railway,
in order to transport them. Therefore Salonika.
Therefore through Salonika march on Constanti-
nople. From there go up the Danube with the
Balkans people who will have joined us. AND
THAT WOULD HAVE SOLVED THE | MPORTANT
QUESTION OF CORN : The Roumanians, even
the Russians whose ports we would have opened
up, would notzbe obliged to sell at a miserable
price to Germany and so supply her.

Such was my plan. | had been to se Briand.
He, Briand, went to consult Joffre, who said :
* That is a personal ambition of Gallieni who
wants to get a command. | won't give a man.
Why search elsewhere and far off for what | shall
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get herein March [1915]. | feel sure | shall break
through and drive the Germans back home.’

We had spoken about this plan with the English
who agreed. The matter had been studied very
closely here and with the Allies. It wasin view of
Joffre's opposition that the English decided—an
idea from their Navy—to take Constantinople
from the sea; to force the Dardanelles. And the
French followed them."

| have been informed on unimpeachable authority
that General Castelnau was aso of the same opinion.
A contemporary historian, who had obviously
drawn his inspiration from the War Office, rather
Misconception COntemptuously refers to the Salonika

of a ideaas "Mr. Lloyd George's fancy." The
contemporary  fact that some of the ablest statesmen and
historian soldiers in France had conceived the

same "fancy" reconciles me to this flippant and
ill-informed comment.

| have quoted sufficient military authority of
unchallenged distinction to make it clear that my idea
of an attack on the Central Powers through the
Balkans was not the wild phantasy of an inexpert
civilian mind, wandering recklessly into regions
which hewas not qualified to explore.

When these great soldiers expressed a doubt as to
the feasibility of battering a way through the barriers
erected by the Germans in the west, they did not
mean it could never be done at any time and at any
cost. They meant that it could not be achieved with-
out an expenditure of time, treasure and life which no
normal person would be prepared to contemplate.
The " Westerners " never visualised a massacre of
millions of the best young men of France and

VOL. | Y
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Britain. At first they deluded themselves with the
assurance of speedy victory. Later on, the Western
Front became the shrine of Moloch, demanding and
justifying such sacrifice as even its most infatuated
priest would not have dreamt of offering had he known
in 1915 what this worship meant.

The policy of western holocausts was only tolerated
by British, French and Italian public opinion owing
to an elaborate system of concealing repulses and
suppressing casualties.

We did not " break through " until the autumn of
1918, although we made severa attempts in 1915,
1916 and 1917, all ending in terrible slaughter. In
every cax the loses we actually sustained were
appreciably greater than those we inflicted, although
officially they were less. Until the Germans had been
weakened by poor and scanty food, and were con-
fronted with the overwhelming Allied reinforcements
pouring in from America, our offensves on the
Western Front invariably failed to accomplish the
object we sought to attain. Even then we had not
succeeded in driving them out of France and Belgium
at the date of the Armistice, and they only gave up
their resistance when the Turks and Bulgarians had
been broken in the south-east and Austria had
consequently decided to relinquish the fight. The
French and ourselves lost over 5,000,000 men in
killed and wounded in attack after attack upon
the scientific frontiers erected by the Germans in
the west. Sir William Robertson, in one of the

several memoranda he submitted to
Sr William  the Cabinet for its enlightenment on the
Robertson's true principles of sound strategy, once
stated that " Every fool knows that you
cannot be too strong at the decisive point." This is
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an observation none the less sensible because it is a
platitude. But every wise man aso knows that the
decisive point is the one at which you have the best
chance of beating your enemy with the least risk and
at the lowest cost, and that only " every fool" would
deliberately choose to fight him at the point which
presents the greatest difficulty in overcoming him, and
offers him the best opportunity for beating off your
attacks and inflicting the heaviest losses on your troops.
" Every fool " would also know that the attack at the
decisive point must be made at the decisive moment.
In 1915 the moment had certainly not arrived which
made the Western Front the decisive point. The
poor fools to whose judgment Sir William Robertson
referred in his memorandum know now what the
strategy of attacking the foe at his strongest point
has cost the world. But unfortunately they could
not foresee it then—except for a few " meddlers,”
military and amateur.

There was, at least, some excuse for French
reluctance to detach their troops from their own
country. As M. Clemenceau almost daily reminded
the French public : " The Germans are at Noyon "

—that is, they were within 40 miles of
Lesons of  the cherished capital, which at one
history moment they had within their clutch,

had they but closed their fingers before
withdrawing their hands. Some of the fairest
provinces of France were in German occupation :
and only a leader who commanded the unchallenged
confidence of his countrymen could poses the
influence necessary under those conditions to induce
them to acquiesce in the withdrawal of French men
and French guns from the defence of the patrie, and
ship them hundreds of miles away to the east to
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fight alongside and on behalf of races, and to
liberate provinces, in which they had no particular
interest.

But the British military direction had no such
excuse. Wellington was not sent to Spain because
Castlereagh preferred Spaniards to Prussians, but
because someone in authority had the sense to perceive
that the Spanish Peninsula was the flank where
British troops could direct the most dangerous blow
against the might of their great foe. Sherman in the
famous march through Georgia acted upon the
same principle.

It was these considerations that prompted Lord
Kitchener, Mr. Winston Churchill and myself simul-
taneously, but without previous consultation, to come
to the conclusion that the greatest help that Britain
with her command of the sea could afford to the
Allies, was to organise, equip and strengthen an
attack upon the weakest point of the great fortress
in which the Central Powers were entrenched.



CHAPTER XI
THE WAR COUNCIL AND THE BALKANS

DURING the first two months of the War there was
no established War Council. There were sporadic
and irregular consultations from time to time between
the Secretary of State for War and the First Lord,
between each of them individually and the Prime
Minister and, now and again, between the two War
Lords and the Prime Minister sitting together. The
Foreign Secretary was occasionally brought in. |
was not summoned to these conferences except when

there were matters to be decided that
Appointment  directly affected finance. At the end of
gfoﬁm\:’i‘l’ar November the Prime Minister decided to

establish a War Council and early in
January he assembled it to examine the various
proposals put forward by Mr. Winston Churchill,
Sir Maurice Hankey, and myself.  Mr. Churchill
urged with all the inexorable force and pertinacity,
together with the mastery of detail which he always
Prosand commands when he is really interested in
consofthe @ subject, the merits of his Dardanelles
Dardanelles Scheme. | gave my reasons for preferring
venture a landing at Salonika. The plan of
forcing the Dardanelles by naval action had been
examined more than once in the past by naval
authorities when the possibility of bringing pressure
to bear upon the Turkish rulers at Constantinople

389



390 WAR MEMOIRS

had been contemplated. Each time it had been
condemned as being too risky an operation without
the occupation not merely of Gallipoli but of the
Asiatic shores as well. Every time the project was
explored the dangers were foreseen which were
actually experienced when it was tried later on by
the Allies. The difficulty was obvious—that of
forcing by marine action a passage through narrow
straits commanded on both sdes by defensible heights.
It was aways apprehended that even if the Narrows
could be forced in spite of mines and fortifications,
they might be closed against the return of the Fleet
as long as either of the two shores remained in the
hands of the enemy. When the Greeks offered to
jointheAlliesearlier oninthe War they were prepared
to send an adequate contingent to occupy the Gallipoli
Peninsula. Had they done so the whole story of the
Dardanelles would have been different. The story
of the whole War would also have differed fundamen-
tally from that which was told by the event. But for
some inscrutable reason Sir Edward Grey rejected
Greek overtures of help. His tiresome hesitancies
helped us into the War, but they hindered us when
we werewell init. A more virile and understanding
treatment of the Balkan situation would have brought
Greece and aso Bulgaria into the War. Italy could

also have been brought in sooner.
If Lord Kitchener had had at his disposal an adequate
force to subdue the Gallipoli garrison, and aso to
occupy the Asiatic side of the Straits and

K;fmhe”er ivapy 10 DOld their own there against the attacks
;J,Z‘S(?t MUY of the Turkish Army on the mainland,

then there was a great deal to be said for
the Dardanelles plan. But he stoutly insisted that
he could not spare more than a Brigade at that time.
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That, | was convinced at the time, was an under-
estimate of the reserves of men at his disposal, and |
know it now. It was due primarily to apprehension
that the Russian Army might collapse, enabling
Germany to concentrate great forces on the Western
Front. In addition, Lord Kitchener was from time
to time afflicted by incomprehensible fear of denuding
this country of regular troops and thus leaving it open
to all the peril of an impossible invasion from an
enemy that dare not sail his ships in any part of the
German ocean, except for afew hours dash half-way
across and back at full speed.
There was another factor which played a great part
in Lord Kitchener's estimate of our available military
. strength at this stage of the War. He had
fgr'?ﬁg“tempt the old regular genera's contempt for
Territorials (€ quality of our Territorial Army. He
had aways in his mind the volunteers
of his younger days—imperfectly organised, deficient
in equipment, with inadequate fire practice and
hardly drilled at all. The Volunteer Force was the
bedraggled starveling of the War Office, eking out
its meagre finances by local concerts, entertainments
and subscriptions. | recall its financial straits. The
lawyer to whom | was articled was the local captain
in his little town. Such training for war as | ever
acquired was given me by a sergeant-major in that
company of Volunteers to which | belonged. He
drilled the men, played the cornet in the band, and
sold tickets for the concerts. When Kitchener
returned to England to take over the direction of the
War and found a great force of 270,000 men called
the Territorial Army, he thought of it in the terms
of the Volunteers who were thejoke of the Regulars—
a few hundred thousand young men officered by
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middle-aged professional men who were allowed to
put on uniform and play at soldiers. He did not
realise the revolution which had been effected in this
force by Haldane's genius. On the first occasion when
| had any lengthy and intimate conversation with
Kitchener on the War one evening after the declara-
Calamity of tion, he spent nearly the whole of the time
failuretomake 1N deriding the Territorial Army. Hewas
earlyuseof  full of jest and merriment at its expense.
Territorials - This miscalculation had quite an im-
portant effect upon the course of the War during the
first few months. There are competent soldiers who
maintain that Lord Kitchener could easily have
thrown at least ten more divisions of excellent troops
into the battle line during the decisive days of the
Battle of Ypres had he placed greater trust in the
Territorials that were available. And there is no
doubt that if he had known their full value he could
by the spring of 1915 have sent severa divisions to

Salonika. They were excellent material
Possibiliies @nd by that time they had received six
atSalonika months of constant training in camps.

The Balkan Expeditionary Force need
not have been made up exclusively of Territorials.
Some of the Territorial divisions might have been
sent to France to relieve Regular divisions who were
garrisoning sloppy trenches, and these highly trained
soldiers could have been spared for the Balkans as a
stiffening for the Expeditionary Force. The weather
was not propitious for fighting in Flanders. There
was aso a substantial force of Australians and New
Zealanders mustered in Egypt. These might have
been sent to Salonika. We all know now what
first-class fighters they were.

But unless one takes the Territorials and Dominion
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troops into account, even if there had been a division
or two of Regulars available and these had been
doubled by the accesson of an equivalent French
contingent, Lord Kitchener was clearly not in a
position at that time to send a sufficient number of
troops for the double operation of driving the Turks
out of Gallipoli and of holding Chanak against the
main Turkish Army. On the other hand, the
occupation of Salonika was not a big military
operation. The Greeks would have offered no real
protest against the landing and there was no enemy
within striking reach to prevent it. The first
two or three months of the year would have been
occupied in improving the railway communications
—a very necessary operation. Parts of the line could
have been doubled. Locomotives, carriages and
wagons for the conveyance of troops and material
could have been landed, sidings could have been
erected and roads could have been improved.*
By the time the winter snows had melted in the
Balkans and the river floods from the Danube to the
Vardar had subsided, Lord Kitchener could have
accumulated a considerable force on the spot, and
with the aid of the French troops which by that time
could have been spared, the Salonika Army would
have been so formidable that the Bulgarians would
have hesitated to intervene on the side of our foes.
The Official War History is emphatically of that
opinion. | Long before Germany disentangled

* The Official Military History of the Military Operations in Macedonia
discussing the suitability of Salonika for a landing says: " The carrying-
power of the railways was low, but, according to the estimate of the British
General Staff, it could have been greatly increased under British, or French
control—it was indeed considered that the six trains a day in each direction
on the Belgrade line could have been at least doubled if an understanding
had been reached with Greece at an early stage. The road communication
with and in New Serbia was very much worse than that of the railways, but
that again could have been bettered. . . .

t Page 48"Military Operations: Macedonia.
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herself from her great drive in Russia, the combined
Allied forces in that area drawn from Serbia, Britain
and France with a probable accession of over half a
million men from Greece and Roumania would have
been so powerful that it would have been a hopeless
enterprise for Austria, even with German assistance,
to launch an attack in so difficult a terrain. The
bastion of the Balkans would have been behind us
as an impregnable fortress, and not in front of us,
impenetrable and unscaleable when defended by
resolute troops as we found it to be from 1916 to 1918.

Even the equipment at our disposal at that date
would have been sufficient to enable us to defend
such a position against any enemy.

Shrapnel, of which we had a fair supply, would
have been effective against troops advancing in the
open across dopes visible from the high ground which
the Allied forces would have occupied. We could
then at our leisure have perfected the equipment
and organisation of our Balkan allies, and when all
was ready launched an attack on Austria in com-
bination with Russia and Italy. Italy came in on
the Allied side in May and would have come in
sooner had there been resolute action on an effective
scae in the Balkans.

We had several discussions at the War Committee
on the various and rival proposals that were put
forward.  These lasted severa days. Sir John
French was brought over from France to take part
in one of the discussions. His opinions, which |
have already quoted, were favourable to an attack
on the south-eastern flank.

| presented the case for a Salonika landing to the
War Council, but | was at a disadvantage in con-
verting my colleagues. Mr. Winston Churchill had
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been in constant touch with Lord Kitchener, and
when the former has a scheme agitating his powerful
Churchill winsmMind, as everyone who is acquainted with
Kitchener for his method knows quite well, he is
theDardanellegndefatigable in pressing it upon the ac-
plan ceptance of everyone who matters in the
decision. On the other hand, | saw Lord Kitchener
only on very rare occasions. At that date the War
Lords were very exclusive and kept very much to
themselves. They were both naturally very busy
and had no time to spare for civilian amateurs.

The First Lord of the Admiralty had another
advantage in urging his proposal, and that was decisive.
He was prepared to act without waiting for an
immediate dispatch of troops. His proposal was a
purely naval operation in its initial stages. Troops
would only be called for after the Narrows had been
forced, and therefore after all the forts had been
demolished. Even then their role was to be a modest
one. Lord Kitchener knew that the completion of
such a task by the Navy would take some time.
Meanwhile, there would be no call for troops or
ammunition from the Army. On the other hand, the
Salonika plan did involve the immediate landing
of a certain number of troops, with guns, ammunition,
stores, sea and land transport.  This idea of a purely
naval operation was a welcome relief to an embarrassed
Secretary of State who was always being pressed to
send more troops and munitions to every theatre.
His worries in this quarter would be shouldered for
two or three months by the Admirals. So Lord
Kitchener swung round to the Dardanelles plan,
and that settled it. Every Minister at that Council,
including the Prime Minister, Sir Edward Grey, Mr.
Balfour and Lord Crewe, followed Lord Kitchener's
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lead as to the Dardanelles attack. | stood aone in
expressing a different and doubting view. Lord
Fisher was dumb. | was not aware at the time that
he and other Admirals were opposed to the venture
as a purely naval operation unsupported by troops.
The Dardanelles scheme was, therefore, reSolved
upon and preparations were immediately made to
carry it through.  Mr. Churchill threw
The plan into the execution of his scheme all his
adopted impulse and ardent energy. | pressed at
a later meeting of the Committee that
some action should be taken to make the Salonika
expedition more practicable in the event of the attack
pecision o ON the Dardanelles failing. ~ Accordingly,
improve rail- dafter the Dardanelles decision had been
way in the  taken | secured the unanimous consent
Balkans of the Committee to a proposal that Lord
Kitchener should take steps immediately to improve
the transport arrangements from Salonika to Nish
by doubling the line where feasible, and by increasing
the number of locomotives, sidings, carriage wagons,
and other transport facilities on the Salonika railway.
Lord Kitchener undertook to take the matter in hand.
But nothing was done to carry out the order of the
War Committee, and no further notice was taken
of it. When we were compelled to send an ex-
peditionary force at the end of theyear to prevent the
victorious Central Powers and Bulgaria from marching
through to the Mediterranean, not a single additional
rail had been placed, not an additional siding had
war Office  P€EN constructed, not an additional wagon
failure to had been landed. Not a road had been
implement  widened or mended.  Not even a survey
decision had been made of the transport facilities
available on rail or road and the means by which
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they could be improved. The result was that when
Serbia was attacked in the autumn by the Central
Powers the General Staff gave it as one of their reasons
against sending an expeditionary force at that date
to the aid of the hard-pressed Serbians, that there
were no means of transporting such a force up the
line. Even at the end of 1916, when General
Joffre had been thoroughly converted to the im-
portance of Salonika, and the Allies had been in
occupation of that part for twelve months, the
number of troops that could be dispatched and
effectively used in that area was limited by the
fact that up to that date no steps had been taken to im-
prove the transport accommodation. A force adequate
to the need could not be sent there for that reason.
As soon as the Cabinet Committee had come to a
final decision that the attack on the Dardanelles was
to proceed, | ceased to challenge the wisdom of the
enterprise, feeling that it was better to press forward
energetically with one or other of these outflanking
operations than to abandon all idea of taking action
in that direction. | continued to urge the dispatch
of troops to Gallipoli in time and sufficient numbers,
and especially with an adequate equipment of guns
and ammunition. Whilst discussions and preparations
were proceeding, reports came in from the Balkans
that emphasised the peril of delay. A very striking
letter from Mr. George Trevelyan, the eminent
historian, written to Mr. (now Sir Francis) Acland,
was passed on to me amongst other members of the
Cabinet, including the Foreign Secretary,
Mr.George  He was at the time travelling in the
Fe{g’re'yans Balkans with Mr. Seton Watson, the great
authority on Balkan politics, and his
letter is a very calm and informative view of the
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position and the attitude of the various Balkan States
at that time.

" Sofia,
January 15th, 1915.
Dear Francis Acland,

We* came here from Nish yesterday and are
going on to Bucharest to-morrow. We had a long
conversation with Sir Henry Bax Ironside, who is
as much impressed as Mr. Des Graz by the danger
Serbia will be in if a big Austrian army with
German corps to stiffen it comes to the attack. As
everything we have seen and heard in Serbia leads
us to suppose that Serbia cannot resist such an
attack successfully if unaided, we have to-day tele-
graphed to Grey urging that every diplomatic and
military effort should be made to save Serbia and
prevent the annihilation of our influence in the
Near East which will certainly result from a
disaster to Serbia.

| wrote to you in much the same sense from Nish
—Yyou may even get this letter and that one together
—urging that British troops should be sent from
Egypt or anywhere s, if the Germans come against
Serbia or a fresh and overwhelming number of
Austrians. The moral effect would be very great
on a mercurial people like the Serbians, just as the
Appeal for moral effect of the arrival of the ammuni-
British  tion was very great in December. On
troopsto  the Austrians also the moral effect would
aldSerbia pe great—they were much disconcerted
in December by a false report that the Russians
had joined the Serbians at the time of the Serbian
retour offensve—because ten Russian N.C.O.'s

* Mr. Saon Watson and himsdf.
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were seen. Even the presence of our Blue-jackets
at Belgrade has done the Austrians intellectual
damage.

We did not wire from Nish, not because Mr. Des
Graz* was opposed to this view, but | talked the
matter over with him and he was most deeply
impressed with the danger of Serbia and the need
for military help if the expected invasion in force
took place, especially with German aid. | deferred
wiring till I came here, because | wanted to know
whether there was any danger of Bulgaria marching
against Greece, if Greece came up the Vardar
valley to help Serbia. Bax Ironside is confident
there is no longer such a danger, that Bulgaria
has now decided on neutrality at least unless and
until Serbia is crushed and the whole Entente
game lost in these parts. If thisis so we could use
the Vardar valley to convey British troops to aid
Serbia and Greece herself ought to march. Watson
points out that British troops might also or alter-
natively be sent via Antivari or Dalmatia—but
there we trench on military questions where | am
out of my depth. Theprinciple is that we must save
Serbia or lose the whole Near East with results
on the whole War imaginable by you.

We have not yet been to Bucharest and may
not be much wiser when we have been. But though
all have hopes, none we have yet seen, Serbian or
English, has any confidence that Roumania will
march till after the battle is lost and won. Other
measures must, therefore, be taken to save Serbia
if she is attacked in force, besides efforts to bring
Roumaniain.

Y ou may wonder why we have wired and written

* The British representative in Serbia.



400 WAR MEMOIRS

so little about the Macedonian question. | have
told you what the general Serbian attitude is about
it—! did 20 in my last letter. But a we don't
know what Prince Trubetskoi has been and is
doing about it, we don't know enough to proffer
advice or to judge whether any special treatment
of the Macedonian question now can help to save
Serbia now—for the criss of the invasion, if it
comes, may be on her any week. In genera,
however, we can say from numerous conversations
with Serbians from the Crown Prince downwards
that the more Yugo-Slavia and Adriatic expansion
are dwelt upon, the more Serbians will be willing
to concede to Macedonia. And that Serbia will
only concede at the friendly dictation of the Great
Powers her Allies.

It should be borne in mind that the Serbians are
a mercurial people, though they have such stout
stuff in them. They may begin retiring, even in
disorder and despair, and then if something is done,
or something turns up to put fresh heart in them,
they may do wonders.

Diplomatically everything ssems uncertain and
fluctuating from hour to hour with regard to the
action or inaction of Roumania and Bulgaria—
perhaps of Greece. It is no very wild gues to
suppose that the ultimate choice of Roumania and
Bulgaria respectively or jointly, will depend on
the result of the coming attempt to conquer
Serbia if such attempt is made.  Of course, the
Roumanians ought to help to save her during that
invasion, and they may, and every effort should be
made to make Roumania do so. But other plans
should be prepared to save Serbia, on the assump-
tion that Roumania will not march till she sees
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whoisthevictor, for that isthe only safe assumption.
We do not wish to give the impression that Serbia
Is at the last gasp. Her spirit is splendid and her
Army, if halved by losses, isin good estate. But if,
as at present expected, Germany and Austria can
mobilise against her numbers that are beyond her
power to resist, the result of the whole War may be
affected by an abnormal effort to help her.

GEORGE TREVELYAN."

We were to discover too soon how accurate were
Mr. Trevelyan's and Mr. Seton Watson's prognosti-
cations about Bulgaria and Serbia. We had other
communications which confirmed the impression
given by Mr. Trevelyan's letter. The Balkans were
a frightful mix-up, and it was clear that they might
be consolidated on the side that took the boldest
action in that quarter ere it was too late.

At the end of January a report was received from
our Minister at Sofia referring to a message from the

Russian Foreign Minister, which expressed
E&Utgfigfs great apprehension as to the possible
attit%de attitude of Bulgaria. The Minister thought

these fears well founded, that there was a
growing feeling at Sofia that Russia was not succeed-
ing in her military operations, and that when the
weather improved sufficiently to enable the Germans
to advance, Warsaw would fall into their hands.
That was the opinion of the Bulgarian generals, and
the Minister warned us that unless Bulgaria was
persuaded we were on the winning side no territorial
bribe would bring her into the Alliance. They were
not as much concerned about territorial extensions
as with the drift of the War, which they were watching
with anxious eyes before deciding which side tojoin.

voL. 1 z
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| called Lord Kitchener's attention to this telegram,
and the following correspondence ensued :—

"January 29th, 1915.
Dear Lord Kitchener,

Youwill I am sure have seen Telegram Number
14 in last night's sections from Sofia. It is so
Exchange ODViously the German interest to crush
ofletters  Serbia in order to detach Bulgaria from
with the Triple Entente and to free a way to
Kitchener - constantinople that it is risky to doubt
the accuracy of the telegram. The French delayed
assstance to Antwerp until it was too late. This
time the responsibility is ours and we shall not be
held blameless if a catastrophe occurs.

Ever sincerely,

D.LLOYD GEORGE."

" War Office,
Whitehall.

29th January. 1915.
My dear Lloyd George,

| think we all see the danger. Thedifficulty is
that our forces are tied up in France and that the
situation requires a fighting force in Serbia. To go
there with a small force such as a Brigade would
be usdess unless followed by others, as we should
be laughed at as soon as it was discovered that we
were only an Army pour rire.  We might force
Greece in as a belligerent, but very few Greek
troops would reach Serbia while Bulgaria main-
tained the attitude she has adopted.
| cannot help thinking Bulgaria wishes to see
Serbia perish and with that object stops all assst-
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ance being given her by Roumania and Greece.
See enclosed which please return.
Yoursvery truly,
KITCHENER."

As to Lord Kitchener's plea that he could only
spare a Brigade for the occupation of Salonika, he had
at home at that time a fine division of

British troops regular troops not yet sent to any front.
available  This would have provided the necessary
nucleus and stiffening for the 14 Terri-

torial divisions available at that date at home. Two
or three divisions of these gallant Territorial troops
he soon after sent to Flanders and found fit enough to
take their place in the first-line trenches to defend the
British position against Germany's best soldiers.
There were aso 39,000 Australians and New Zealand-
esin Egypt. They were all equal, to say the least, to
anything the Bulgarians or Austrians could have
brought against them. On the Western Front the
French and ourselves already considerably outnum-
bered the Germans, and, although we lacked the
heavy artillery necessary for attack, we had shown
ourselves, even when we were much weaker, strong
enough to resst a German attack. Had we sent a
few of these available divisions the French could and
would aso have sent an equal number of troops.
Their pride would not have permitted them to go
unrepresented in equal strength in so important a
theatre. On that point they aways displayed a
certain useful touchiness, if not jealousy. If the
French and ourselves had, in consequence of this
expedition to the East, been compelled to economise
our men on the Western Front, the foolish offensives
which cost the Allies over 100,000 men during the
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first four months of 1915 would have been avoided.
There were plenty of men for rash and ill-considered
ventures on the Western Front, but only a Brigade
could be spared for an enterprise which, as events
proved before the end of the year, was essentia to
save the Allied cause from a great disaster.

As the enclosure of Lord Kitchener's letter was
concerned with the attitude of Roumania, which was
also represented as waiting and watching, but not yet
willing to take the risk of joining the Allies, | replied
to Lord Kitchener :—

" Treasury Chambers,
Whitehall, SW.
January 29th, 1915.
Dear Lord Kitchener,
| return the Sofia despatch. Thanks.
| am fairly confident you will not get these
Balkan States to decide until they see Khaki !
Ever sincerely,
D. LLOYD GEORGE."

At a meeting of the War Council on January 28th
Lord Kitchener had one more of thoseflasheswhich
Kitchener now and again cast their rays deep into
advocates the gloom of the stormy problems which
central control  were raging around us. He said " that
ofrate®y  he was impressed by the advantages
which Germany derived from her central position.
This enabled the enemy to co-ordinate their efforts.
TheAllies, ontheother hand, wereall acting indepen-
dently. In his opinion there should be some central
authority where all the Allies were represented and
full information was available. Attacks should be
arranged to take place simultaneously. This would



THE WAR COUNCI L AND THE BALKANS 405

cause appealsfor assistance to be made to the German
Great General Staff from all parts of the War simul-
taneously. These attacks might be continued for ten
days or so, after which therewould be a period of rest.
During these offensive operations he would suspend
all communication between the Allied countries and
Germany."
| was entirely in favour of Lord Kitchener's
suggestion, and | said that | was going to Paris shortly
to meet the Finance Ministers of the Allies.
Paris Possibly an opportunity might occur to
consulted  make the suggestion informally and to get
one or other of the Allies to put forward a
more formal proposal. Mr. Balfour agreed. The
conclusion arrived at was that | was to avail myself
of any favourable opportunity which might present
itself in Paris to start the idea of a central body to
provide the Allies with facilities for consultation, with
aview to greater co-ordination of effort.
Somewhere about the end of January and the
beginning of February the French Secretary for War,
M. Millerand, had visited London to
M.Miller and's discuss the position. He was a sturdy
visittoLondonand aggressive exponent of the views of
the French Commander-in-Chief. He
held a brief for General Joffre and fought his case
with all the tenacity and forensic skill of a tenacious
advocate. General Joffre did not want to part with a
single battalion from his French command. He was
convinced that he could break through the German
lines that year. Later on this confidence received a
horrible interpretation in a successon of sanguinary
and futile offensives which culminated in that climax
of stubborn folly—the Champagne attack, which was
repelled with aloss of 200,000 men. However, all the



406 WAR MEMOIRS

decisions of the War Cabinet were unfolded to him,
including the preparations that were to be made for a
landing at Salonika when troops were available.
When | visited Paris | found that M. Millerand had
never repeated these conversations to his colleagues,
| visited France in company with the Governor
of the Bank of England (the late Lord Cunliffe)
andwe met M. Ribot, the French Finance
My trip Minister, and M.Bark, the Russian Foreign
toParis Minister, to discuss the terms on which
advances should be made to Russia
with aview to enabling that country to make necessary
purchases in America. As suggested, | took occasion
to discuss the whole military position with the
leading members of the French Cabinet.
Nothing came of the discussions at the time, the
French military authorities being obsessed by the
~notion that their Great Headquarters had,
Fr.e”ChC][aJm and ought to have, the supreme control
%P%%osrtaﬁ of the land war. The naval direction they
were prepared to leave to us. But their
view was that as far as the Continent was concerned
we had neither the forces nor the experience that
entitled us to equality of authority in the strategy of
the War. Joffre was at that time the unchallenged
dictator asfar as the War direction was concerned.
| aso visited Sir John French's Headquarters
and there met Sir William Robertson for the
_ ~ firsttime. He had hitherto taken no
F!{ﬁmg part in the fighting, either directly or
VRV'c,bertrson " indirectly.  For thefirst part of the War he
was Quarter-Master-General, and as such
was reported to have organised suppliesin the confusion
of the hurried retreat from Mons, to the general satis-
faction of the Army. He was then promoted from
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dores to strategy, and was now chief of Sir John
French's staff.  So far he had not been responsible for
planning any of the battles. Later on he was the
Commander-in-Chiefs principal adviser in deciding
the strategy and planning the tactics of Neuve-
Chapelle and Loos. Hewas an impressive personality,
with that downess of speech and postiveness of
statement which gives confidence to the uninitiated in
the mysteries of a profession. He aso possessd a
blunt humour which pleased the Army, especially
when it was expressed in ranker language and when
exercised at the expense of someone other than the
person who repeated the scornful witticisms.

On my return there was a further discussion on the
Serbian intentions. | greatly regretted our delays in
taking action in the Balkans. | pointed out that the
War Council had approved this Serbian project in
principle some weeks ago. When | was in Paris | had
discussed it with members of the French Government,
with the result that they had brought it to the atten-
tion of their Cabinet Meeting, and the French
Government had now expressed approva in
principle.

| thought it certain that if we made it clear that we
intended to send a division the French would do the
same. They were very anxious to co-operate in any
military enterprise in the Near East.

| subsequently embodied in a letter to Sir Edward
Grey the result of my conversations in Paris and at
the British Headquarters :—

" February 7th, 1915.
My dear Grey,
During my visit to Paris | had several oppor-
tunities of discussng with Ministers the question
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of the Balkans. When | first mentioned it to the

Minister of Finance | found that Mille-
My letter  Fand had never repeated to his colleagues
toGrey  that the suggestion of an expeditionary

force to Salonika had been made to him
when he was in England. | found subsequently,
in conversations with the Prime Minister, Delcasse,
and with Briand, that they had aso been kept in
the dark as to the conversations which took place
in England between Millerand and British
Ministers. They were astonished, and not a little
annoyed, that the matter had not been reported
to them. | found that their attitude was much
morefriendly to theideathan wasthat of Millerand.
Briand, who is much the ablest manin the Ministry,
was strongly for it—in fact, he told me that he
had been for some time urging some diversion of
this kind upon Genera Joffre. | met Briand at
Sir Francis Berties and the three of us had a
prolonged talk on the position. Briand told us
that the Cabinet had considered the suggestion on
Thursday : that Millerand stood absolutely alone
French in his opposition to it, Delcasse hesitating
supportior @ little, not knowing what the attitude
Salonika  Of Russa would be towardsi t : the rest of
expedition  the Cabinet being perfectly unanimously
in favour of the principle of an expeditionary force
of two divisions being sent to Salonika at the earliest
practicable moment, preparations to be made at
once, and the troops to be sent as soon as Generds
Joffre and French could be persuaded to spare
them. The French wished for an expeditionary
force in which the French Army should be repre-
sented. They therefore suggested that one British
and one French division should be sent. The
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President of the Republic was present at the
Council ; he aso approved of this course.

It is now a question of persuading Joffre. Briand
was of opinion, and so was the President, that if a
joint note were addressed to Roumania and Greece,
asking them whether they would be prepared to
declare war immediately if an expeditionary force
of two divisions were sent to Salonika, and if they
replied in the affirmative, then no doubt General
Joffre would gladly spare the necessary force.
Briand said it was too preposterous to imagine
that if 40,000 men from the west brought in
800,000 from the east, thus withdrawing German
pressure on the west, any General could possibly
object to such a plan.

Briand told Bertie and myself that he would
propose at yesterday's meeting of the French
Cabinet that ajoint note should be sent in those
terms to Roumania and to Greece. Bark, the
Russian Finance Minister, who was present, strongly
supported the proposal and thought Russia would
gladly send a small force to occupy Serbian
Macedonia, so as to make an attack by Bulgaria
impossible.  Isvolsky, whom Bark consulted on the
subject, was aso emphatically of the same
opinion.

The French are very anxious to be represented
in the expeditionary force. Briand thinks it desir-
able from the point of view of a final settlement
that France and England should establish a right
to a voice in the settlement of the Balkans by
having a force there. He does not want Russia
to feel that she alone is the arbiter of the fate of
the Balkan peoples.

| found the President, Briand and the Prime
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Minister very sceptical as to what Russia would or
could do in the immediate future. They
Doubts as  Were very doubtful as to whether Russia
toRussa was in a position, owing to her lack of
rifles and ammunition, to bring in any-
thing like an overwhelming force on the eastern
frontier for some months ; in fact, they were very
inclined to take our War Office view as to the
effective number of the Russian troops in the coming
spring and summer.
| have no idea what Delcasse's view is after
yesterday's Cabinet Council, but | hope you will
bear in mind in discussing the question with him
that with the exception of Millerand he was the
only man amongst the French Ministers who
expressed any doubt at all as to the feasibility of
this plan. Briand is in favour of an operation on
a much larger scale, and he told me that he had had
the idea examined by experts in the War Office, and that
they reported favourably on the proposal, provided troops
could be spared by General Joffre and Lord Kitchener.
Bertie was present and heard the whole of the
conversation, and he may have reported to you
its purport separately. When he and | first saw
the President he examined all the objections, but
| could s that even then he was quite friendly
to the idea and at the Council on the following
day, as | have aready pointed out, he spoke in
favour of its adoption.
Yesterday | saw Sir John French and General
Robertson, the new Chief of Staff. Every
Robertson's Soldier | have met since the beginning
view of the War has placed Robertson in the
forefront as the most conspicuous success
amongst our generals, and he made a deep im-
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pression on the Governor of the Bank, Montagu,
and myself yesterday. He is a shrewd, clear-
headed, strong man. No general except Kitchener
made quite the same impression on my mind as
Robertson did yesterday. French introduced the
idea of an expedition, and at first he was hostile,
not in principle, but on the ground that he could
not spare the troops. However, he called Robertson
in, and when | explained to him exactly what the proposal
was, he had no hestation in saying that it was ' good
strategy’ He maintained that view throughout the
discusson. This influenced French's attitude very
considerably. | told him we were very anxious
to carry his judgment along with ours in any
scheme which affected the military operations
for which he was responsible. Ultimately he
agreed that if the Roumanians and the Greeks
promised to march on our undertaking to send an
expeditionary force to Salonika, he would spare
at least a Division for the purpose. He is willing,
and, | think, anxious, to come over to discuss the
project with the War Council. He suggested that
he should be invited, and | hope that the Prime
Minister and Kitchener can see their way to asking
him to attend an early meeting of the War Council.

Robertson would have gone further than French: he
would send not merely one but two Divisions at once if
Greece came in, and even on the offchance of forcing a
decision in the Balkans. He thinks it will compel
Bulgaria to at least neutrality. 1f Briand is as success-
ful in the mission which he promised to undertake to
General Joffre, then there is no reason why the
expeditionary force should not start within a week
or ten days at the outside.

| am sure you will agree that there is every
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reason why the joint note should be sent without
Nead for deI<_':1y. Itisquiteclear fr_om the telegr_ams
joint noteto Which have appeared in the sections
Greeceand during the last few days that anything in
Roumania  the nature of an arrangement between
the Balkan States is impossible. | think the
attitude of the Serbian Prime Minister as revealed
in our telegrams from Nish is unalterable. | doubt
whether it would be possible for him to give up a
substantial part of his territory in advance until
he actually gets something in return. It would
produce such a feeling of discouragement in his
army as to paralyse their efforts. They have done
so brilliantly that it would be a misfortune if this
were to happen.

There are several ominous telegrams which indicate
clearly that Bulgaria is hardening into opposition to the
Triple Entente, There is the telegram about the
auccess of their borrowing mission to Berlin.
The Germans are not such fools as to advance
money without receiving some assurance as to
Bulgaria's action in certain contingencies. There
are the telegrams from Dedeagatch about the
laying of mines. Those mines can only be used
against the Entente Powers. There are the
rumours about bands being organised to attack
the railways : and there are one or two others, all
pointing in the same direction. Then the Rou-
manian news is for the moment discouraging—
the trouble they have taken to explain away the
loan raised in England, amongst other items of
news. | am afraid that they have a better apprecia-
tion of the Russian position than we have, and
that they are losing confidence in the Russian
strength. Unless" therefore™ we mean to allow the great
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possibilities of the Balkans to dlip out of our hands, we
ought not to dilly-dally any longer. If wefail to take
timely action here, our condemnation will be aterrible
one. As | read the sections | feel that even days
count now. My experience yesterday shows that
the generals, if properly taken in hand, can be
persuaded. No general likes to have his troops
taken away to another sphere of action. His
mind is naturally concentrated on the trenches
in front of him, unless he is a very big man indeed,
and a man, moreover, who has the responsibility,
not merely for the success of the operations under
his immediate control : and neither Joffre nor
French are quite in this position.

| should like to see you to-morrow to give you a
fuller account of my interviews, but | thought it
well to send you a summarised report before you
se Delcasse.

Yours sincerely,

D. LLOYD GEORGE."

In the conversations which | had subsequently with
the Prime Minister and the Foreign Secretary, |
strongly urged that a conference should

Suggestion  jmmediately be summoned either at
for conference  Salonika or one of the Greek islands

egean . . L

which the Foreign Ministers of France,

Russia, Serbia, Greece and Roumania should be
invited to attend, in order to deliberate on the whole
of the position in the Balkans, and endeavour to
establish the basis of an understanding for effective
co-operation between all these States against the
Central Powers. | was strongly of opinion that the
Bulgarian Government should aso be asked to send
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a representative to this conference. Sir Edward

Grey objected to such a gathering on the
SrE.Grey  ground that it would be quite impossible
g‘r'roifggj for him to leave the Foreign Office at so

critical a moment for the length of time
it would take to attend a meeting at such a distance.
| pointed out that proceeding by way of Brindisi it
would take him less than a week to get there, and
that he need not be absent for a longer period than
a fortnight or three weeks in all. There would be
no difficulty in getting M. Sazonoff there as far as
travelling was concerned, for Petrograd to Salonika
would be a matter of three or four days’ journey at
the outside. The Foreign Secretary was, however,
so unwilling to entertain this proposal that it fell
through.

Had this suggestion been adopted a Balkan Con-
federation on the Allied side could have been
negotiated. It would have been necessary to give
our plenipotentiary full powers not only to arrange
geographical terms, but aso to dispense liberal
financial aid. The Balkan kingdoms—never rich—
had been impoverished by a successon of wars with
Turkey and amongst themselves. Loans from Britain
and France would have encouraged them to take
the risks of war. It was not a question of bribery
but of sheer necessity, if they were to equip themselves
adequately to encounter the hazards of alliance.
The Germans realised that. They therefore did not
trust their interests to the ordinary diplomatic
representation, but sent to Sofia a special emissary
of high standing and great ability. He knew the
importance of giving financial help to Bulgaria and
accordingly promised a handsome advance. It was
not the decisive factor in her choice, but it was one
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of the inducements. Grey might not have been the
best man to manipulate and persuade the fractious
elements that had to be brought together. In fact,
he was not. But he might have found a suitable
colleague or a substitute. The Czar Ferdinand was
not at that date as pro-German as was generally
assumed. On the contrary he was definitely anti-
Kaiser. He was a man who possessed an inordinate
pride of pedigree. He was a Bourbon. And Wilhelm
in one of his fits of boyish recklessness had

Ablowt : .

cZa?W ° offended his vanity when they were
Ferdinand's visiting at the same Schloss, He had been
pride tempted to greet the self-important Bul-

garian Emperor rather rudely as he was leaning
over a parapet in deep conteiriplation of the view.
The Bourbon blood never forgave the insult.
Ferdinand would have been personally better pleased
to co-operate with the Czar of Russia and the Kings
of England and Italy. But as the issue of the War
was very much in doubt he waited for some clear
indication of the way things were going on the
battlefield. By September the chances of Bulgarian
expansion seemed more likely to be realised by
throwing in his lot with the Central Powers than by
joining the Allies, so he declared finally, but after
considerable hesitation, for the former. A meeting
with himin the spring would have produced different
results. We were then about to attack the Dar-
danelles. By September our attacks had been beaten
off. It is true that in the early spring Russia was
not doing too well, but her position was by no means
irretrievable. By the autumn her armies had been
driven helter-skelter out of Poland and beyond.
Ferdinand then came to the conclusion that the
Bulgarian opportunity was with the victorious
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Germans. We missed our chance of organising a
confederation that would have decided the War by
1916, and all through lack of enterprise and gumption.

If special diplomatic methods were not to be tried
in the Balkans | begged the War Council to send
more troops to that theatre so as to secure a favourable
military decision there.

On 19th February the War Council met and the
discussion is very illuminating because of the light
it throws upon the views taken at the time of the
prospects of the War.

" LORD KITCHENER said that the War Committee
ought to consider very seriously before advising
the removal of the XX 1Xth Division to
Discusson the East.  The situation in Russia had
0 the War greatly deteriorated during the last week
or two. The Russans had lost very
heavily in men and, what was more serious, they
had lost very heavily in rifles, of which they were
short. If the Germans could inflict a sufficiently
decisive defeat on the Russians they
Russan would be in a position to bring back
weakness great mases of troops very rapidly to
France, and there would be a great
demand for reinforcements in the western theatre
of war.

MR. LLOYD GEORGE agreed that the position
was very serious. Russia might receive a knock-
out blow. Had we to admit that we wereimpotent
in view of such a contingency ? In his opinion the
Germans would not send their forces west, but would
endeavour to smash Serbia and settlethe Balkan question.
The view appeared now to prevail that Germany would
aim at the conquest of the north-east corner of Serbia
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with a view to establishing through communication and
direct access to Bulgaria and thence to Constantinople.
(My italics.)

THE PRIME MINISTER agreed, but considered that
the most effective way would be to strike a big
blow at the Dardanelles.

LORD KITCHENER agreed with the Prime Minister.
If the fact of not sending the X X1Xth Division
would in any way jeopardise the success of the
attack on the Dardanelles he would dispatch it.
He doubted whether the Germans would attack Serbia as
suggested by Mr. LlIoyd George.

MR. LLOYD GEORGE suggested that we ought
to send more than three divisions. It was worth

while to take some risks in order to
More men gchieve a decisive operation which might
neec N "®win the War. From the discussion he

gathered that the maximum force avail-
able for operations in the East was as follows :—

The Australians and New Zealanders

(including mounted troops) .... 39,000
The X X1 XthDivision . . . ... .. .. 19,000
Naval Division . .. ... .. .. .. .. .. . 10,000
Marines . .. ... ... ... ... ... 4,000
French Division . .. ............ 15,000
Russans . .. ... ... ... ... ... . 10,000

Total. . ... ... ... ... .. 97,000

LORD KITCHENER said he had every intention
of supporting the Dardanelles operation, but
considered two divisions on the spot to be sufficient
at first. There was no object in sending out troops
from here which he might require.

voL. 1 AA
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SIR EDWARD GREY asked if we were e in the
West.

MR. LLOYD GEORGE said he had spoken on this
subject with a great many officers who had been
salemate & the Front. There was a generd
on the agreement that our army could not carry
Western  out a successful attack without a very
Front heavy loss of life, and the same was true
of the French Army. No doubt it was dso true
of the Germans ; for the Germans to attack, there-
fore, would be the best thing that could happen.
It wasjust as costly for them to try and break us
asfor usto try and break them. . . "

On 24th February there was a further discussion
which condtitutes a very useful addendum to the
report of the last meeting.

" . .. MR. LLOYD GEORGE agreed that a force
ought to be sent to the Levant, which could, if
necessaty, be usad after the Navy had cleared the
Dardanelles to occupy the Gallipoli Peninsula or
Constantinople. He wished to know, however,
My whether in the event of a naval attack
opposition failing (and it was something of an ex-
to military periment) it was proposed that the Army
VDe;té‘;ﬁg}%should be used to undertake an operation
in which the Navy had failed.

MR. CHURCHILL said that this was not the
intention. He could, however, concelve a cae
where the Navy had almost succeeded, but where
a military force would just make the difference
between failure and success

MR. LLOYD GEORGE hoped that the Army would
not be required or expected to pull the chestnuts
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out of the fire for the Navy. If we failed at the
Dardanelles we ought to be ready immediately
to try something else. In his opinion we were
committed by this operation to some action in the
Near East, but not necessarily to a siege of the
Dardanelles.”



CHAPTER XII
ALLIED PROCRASTINATION

SUCH meagre and cautious reports as were vouchsafed
to Cabinet Ministers as to the progress of the War did
not enlighten us as to what was really happening
on or behind the battlefields. There was an im-
pression left on our minds that the military authorities
thought it better we should not be told too much.
Secrecy was essential to success.  The Prime Minister
Cabinet and Mr. Churchill knew a good deal
ignorance of  More about the situation than we did.
the War But they were not fully apprised of the
situation facts. Casualties were scrupulously with-
held. In fact, there was no considered statement
submitted to the War Council onthemilitary position,
showing the relative strength of the Allies and of the
Central Powers in men or machinery. | often doubt
whether anyone inside the War Office had taken the
trouble to make a careful survey. We therefore knew
nothing of the numbers on the various fronts, either
our own or those of our Allies or our foes ; what
reserves were available ; what was the equipment in
guns, machine guns, rifles or ammunition on both
gdes; or when our new armies would be ready.
Lord Kitchener told us he had no troops to send to
the Dardanelles. We had to accept it on his authority
for he never condescended to details. We had to
decide every issue without being informed as to the

420
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most relevant facts. Those of us who were members
of the so-called Council of War were not much better
off in that respect than other Ministers who had to
be satisfied with a perfunctory statement from Lord
Kitchener at the beginning of a Cabinet sitting. We
had to forage here and there on our own initiative
for information essentiad to our utility as war
councillors. Sometimes we scrounged an important
fact, more often we picked a snub.
| was a diligent seeker after truth. In spite of
travestied and medicated reports | was convinced we
were not doing well. | was equally
My uneasiness convinced we were not doing our best.
aowr I We had decided to launch a serious
adventure in the Dardanelles.  We had
aso resolved to prepare the ground for an alternative
in Salonika if the Dardanelles failed. | saw clearly
that we were tackling neither of these plans with the
whole of our available military strength. We just
dawdled and put off. In the Dardanelles both Lord
Kitchener and the Prime Minister were hopeful that
the Navy would do the trick, in which case very few
troops would be needed. If the Navy failed altogether
then no soldiers would be required for that enterprise.
Elsewhere there was nothing in particular happening
in France. Germany had abandoned any idea of
attempting a further advance in the west. We were
building up an army to turn her out altogether.
We were raising great new armies but not taking
adequate dseps to equip them. We were very
dependent for ultimate success on Russia. But we
knew nothing about her plans, and very little about
the resources in men or munitions with which these
plans had to be carried out. All we knew about
Russia was that she was being beaten, that she was
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short of rifles and getting shorter because she was
losing more in retreat than she gained in manufacture.
But we were not at painsto ascertain thetruth. There
was no co-ordination of effort. There was no
connected plan of action. There was no sense of
the importance of time. We were still much too
leisurely and casual for a matter of life and death.
It was not an absence of fussing but a lack of clear
vision and resolute drive. | began to realise that
it was not composure but confusion. In spite of
official reticence, disquieting scraps of news and
rumours percolated through. They made me uneasy
as to the course of events, still uneasier as to the way
events were directed on the Allied side.

On the 22nd February | circulated to my colleagues
the following memorandum :—

"1 am anxious to put before my colleagues a
few considerations on the general situation. It
My memo- Must be acknowledged to be one of the
randum utmost gravity, and one which, if it is
of 22nd  not taken in hand at once firmly and
Feoruary  holdly, may end in irretrievable disaster
for the cause of the Allies and for the future of the
British Empire. This may very well appear to

some of my colleagues to be the language
seious ~ Of morbid pessimism, but | hope, before
outiock  they come to that conclusion, they will
do me the honour of perusing the reasons
st forth here which have led me to this conclusion.

The Press and the Country have up to the present
treated the progress of the War as one of almost
unbroken success. Their method is a simple one.
Every trivial military incident which turns to our
advantage is magnified and elaborated in headlines
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which occupy half a column and descriptions which
take a page. On the other hand, grave misfortunes

such as those which have befallen the
Suppressionarmies of our Russian Allies in the course
of thetruth of the last few days are relegated to a

few lines of type, whilst they are
explained away in a column of leaded matter.
| am afraid that many who have a more intimate
acquaintance with the facts are pursuing the same
mental process. They concentrate their gaze upon
those incidents and aspects of the military situation
which suit their hopes, whilst they deliberately
shut their eyes to the developments which might
conduce to the awakening of their fears. The,
only pathway to ultimate success ispaved by reality.
Unless we look facts, however unpleasant, in the
face, we shall never grapple with them.

What are the salient facts of the situation ? Not
ayard of German territory is now in the occupation
of the Allies. Practically the whole of
Factsof the Belgium is in German occupation. Some
situation  of the richest departments of France and
Russia are now firmly held by the enemy.

The Germans are now in possesson of larger tracts
of allied territory than they have ever held before.
A still more serious fact : whilst they maintain
possession of the country occupied by them in the
west with comparative ease, they have at last
established a complete military predominance in
the east. It is true that they drove the Russians
out of East Prussia some months ago, and the
Russians came back afterwards; but as Lord
Kitchener pointed out, there is a serious difference
between what happened then and what is occurring
now. Then the Russians were in a position to
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bring up considerable reserves to overpower the
enemy, and the German reserves were not ready
to take the field. Now the position is entirely
reversed. Large German reserves have taken the
field. The remarkable report circulated by Lord
Kitchener from the pen of a Dutch officer points
out that after sending huge reinforcements to East
Prussa and North Poland to overwhelm the
Russians, they have still numbers behind them
they could throw in, but which have not been sent
to the frontiers because there is no room for
them.

That is the German position now. What about
the Russian position ? "

| then proceeded to examine in detail the serious-
ness of the Russian position in reference to rifles and
the present situation and the future
Weakness  prospects of the Allies and the Central
f Russia Powers in respect of man-power. | dwelt
on the fact that it was usdess to reckon the
enormous reserves of men available in Russia without
taking into account the possibility of arming them.
And | drew the inference that unless and until we
took steps to equip the Russians, the Central Powers
had more fighting men than the Allies at their
disposal. | then proceeded : —

" Having regard to the superior equipment of
the German-Austrian forces and to the fact that
Meedfor When we come to attack them they will
Allied be found to have entrenched their positions
reinforce- jn allied soil, it isidle to hope for victory
mentS  unless we secure a great numerical super-
iority over these forces. Where can we hope to find
it? Russia cannot now, according to the War
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Office report, put and maintain 2,000,000 of fully
armed and equipped men on all her assailed
frontiers. Even if she could, that leaves us with a
deficiency of 2,000,000. It will be observed that
in the figures which | have given | have credited
Great Britain with 2,000,000. When can she put
2,000,000 into the field ? When can she put
1,000,000 into thefighting line ? Isit quite certain
that by the time 1,000,000 are ready Germany will
not have added at least another 1,000,000 to her
reserves ?

| am sorry to draw so menacing a picture, but |
should, indeed, be happy if I thought the appear-
ance of the landscape did not justify the gloomy
colours with which | have attempted to paint it.
The Dutch report circulated by Lord Kitchener
gives still more alarming figures. If these be even
approximately accurate we could not hope to bring
the War to a successful termination for years to
come. But even with my more moderate figures,
the problem is the most serious with which British
statesmen have ever been faced.

The first thing to do is to find out exactly where
we stand. Who can present a reliable estimate of
Relianle  the military resources of the Allies? We
estimateof ought to have a conference between the
our resourcemi|itary authorities of the three countries,
wanted ot which a candid exposure of the position
of each country is made and some military con-
vention agreed to as to our future action. General
Paget is a good soldier, but his qualities are not
altogether fitted for a detailed investigation into
questions of equipment. We know approximately,
at any rate, how France is situated. We have not
the slightest notion of what the position of Russiais.
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| strongly urged as far back as October that we
should take drastic measures to ascertain accurately
the Russian position as to equipment and munitions.
We are entitled not merely to ask but to demand
frankness from our Russian Allies. Russiais notin
this war to help France and Belgium and ourselves.
France came in to assis Russia when she was
menaced ; Belgium came in on account of France ;
wecameinto protect Belgium ; sothatindirectly we
are in because Russia was attacked. Germany was
not merely at peace with us but was extremely
anxious to maintain the peace not merely with us,
but with France as well. She engaged in this war
to try conclusions with Russia before Russia was
prepared to attack her. We are helping Russia
with men, with material, with money. France and
ourselves have already advanced £50,000,000 or
£60,000,000 of money to Russia and we have
promised another £100,000,000. We are, therefore,
justified in demanding candour from Russia
Germany knows all about the Russian forces, their
numbers, disposition and equipment. All we want
isthat our great ally should supply uswith informa-
tion which her enemies already possess.

What next? Every effort must be made to
increase the number of men whom we can put into
the field and to shorten the period in
Man-power Which they could be put into the fighting
problem  |ines. How is that to be done? If
France could put 3,000,000 of men under

arms and Germany 5,000,000, then the whole of
the Allied countries ought to be able, on the basis
of population, sooner or later to count on 20,000,000.
That may be animpossibility, butitisanindication
of the enormous reserves of men fit to bear arms
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that the Allies have to draw upon. The problem
resolves itself into one of : —

1. The training and equipping of these men
in the shortest space of time.

2. The maintaining of the status quo without
any appreciable aggravation until the Allied
countries are prepared to throw overwhelming
forces into the battlefield.

How are these two objects to be attained ? "

Here followed a passage on the urgent need for
developing our potential resources for munition
production which | have already quoted

Munitions on page 168 in telling the story of the fight
noblem for munitions." After dealing with the
issue of materials, | proceeded as follows:—

" Now with regard to the raising of men. France
has probably brought every available man she can
our spare into line. That is far from being
untapped  the case with either the British Empire
resources  Oor With Russia. Great Britain, on the
ofme:  French basis, ought to have 3,500,000
now under arms, instead of 2,000,000. The
Dominions and the Colonies ought to have, on the
same basis, 1,200,000 men instead of 100,000. |
believe we could with a special effort raise our
3,500,000, or, if that be found inconsistent with the
turning out of the necessary equipment, we could
certainly raise 3,000,000. | still think it is unneces-
sary to obtain compulsory powers. The young
men of this country will enlist in our armies if it is
brought home to them that their services are needed.
| ventured to suggest some time ago that the best
method of doing so would be by determining the
quota each county and town ought to contribute
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in proportion to its population, and leaving it to
local pressure and local patriotism to do the rest.
If we officially announce that a particular county
is expected to contribute, say, 10,000 men ; that
up to the present 6,000 have been enrolled in that
county, and that 4,000 more ought to enlist in order
to make up the quota, local pride will fill up the
ranks for us.
Some means ought also to be taken to induce our
self-governing colonies to take upon themselves a
larger share of responsibility in the matter
?rig from  of |evies. They are under the impression
Dominions NOW that they are doing all that is expected
of them. The peril ought to be brought
home to them. The optimistic telegrams which we
publish have deluded them into the belief that all is
going well, and that all they need do is to send afew
thousand to the Mother Country as a token of their
sympathy and esteem for her. When they realise
that sheisinreal peril, | do not doubt their response.
Russia, on the French basis* ought to have
12,000,000 men under arms. That is probably
more than she could equip for some years, but
having regard to her primary responsibility as far
as the Allies are concerned for the struggle, the
numbers of her men ought to bear some relation to
her enormous resources in vigorous manhood.
All this must necessarily take time. We have
hitherto proceeded as if the War could not possibly
last beyond next autumn. We should
%gt”gewaf now take exactly the other line—assume
assumed  that it will last not merely through the
year, but conceivably through next year
as well. Capital, therefore, ought to be spent on
* Of the proportion of recruits to population.
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laying down machinery which will enormously
expedite the output of rifles, cannon and all other
machinery and munitions of war towards the latter
end of the year and the beginning of the next. Ifit
turns out that my estimate errs on the side of
pessimism the worst that happens will be that we
shall have spent a considerable amount of money,
we shall have caused a considerable amount of in-
conveniencetothepopulation. Butall thatisnothing
compared with the disaster of having to face another
year of war with inadequate preparation. This the
public will never forgive after the warning we have
received, nor ought they to be expected to forgive.
But what is to be dong in the meantime ? It
looks as if during the best part of the present year the
Allies must content themselves to bein a position of
military inferiority to Germany. During this
period the best we can hope for is that we shall be
able to hold our own. Can we even accomplish
this without summoning some fresh forces to our
aid? Having regard to the overwhelming forces
at the disposal of Germany there is at least an
element of doubt. There are only two directions
in which we can turn for any prospect of assistance
—the Balkan States and Italy. The Balkans we
might conceivably have brought in some

Bringin  months ago, but the Allies have been
meBalkan ynfortunate in this quarter. We have
only succeeded in bringing in the Turks

against us without engaging any other Balkan
Power on our behalf. Isit too late to do anything
now ? Lord Kitchener pointed out the other day
at the Council that the Germans had taken risks by
attacking the Russians with their full forces before
they were quite ready, in order to be prepared to
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meet the attack of our reinforcements in April.
With the one exception of our initial action against
Turkey, where our promptitude was unmistakable,
our risks have all been in the contrary direction ;
we have generally taken them too late. The
momentous step we have taken in attempting to
force the Dardanelles must have a decisive effect
one way or the other on the Balkans. Are we
prepared for either or for any event ?

If this great movement succeeds—then, if we are
prepared to take immediate advantage of it—its
Efiect of  INfluence may be decisive as far as the
success ~Balkan States are concerned. This means
in the that if we have a large force ready, not
Dardanelles merely to occupy Gallipoli, but totake any
other military action which may be necessary in
order to establish our supremacy in that quarter,
Roumania, Greece, and, | think, very probably,
Bulgariawill declare for us. If, on the other hand,
we have no force on the spot adequate to cope with
the Turkish Army, it may be that most of the effect
of such a brilliant coup might be lost. To bring
Bulgaria, Roumania and Greece in with Serbia
means throwing an aggregate army of 1,500,000
on to the Austrian flank. This will not only relieve
the pressure on Russia, but indirectly on France.
It will tend to equalise things, and thus give time
to re-equip the Russian Army.

Now let us take the other contingency—the
failure of the Dardanelles effort. Unless it is at once
counter-  CoOUNtered, such afailure will be disastrous
measures 1N the Balkans, and might very well be
in case disastrous throughout the East. The
ofallure Bylgarian general pointed out that not
merely Bulgaria but Roumania and Italy have a
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good deal to gainin the way of territory by throwing
in their lot with Germany. There is only one
guarantee against a catastrophe being precipitated
in that quarter as a result of a repulse in the
Dardanelles. There must be a strong British force
there available to support our friends. Is it quite
out of the question that we should anticipate our
April preparations by three or four weeks and thus
follow the German example of taking risks so as to
arrivein time ?

The sending of a large expeditionary force
undoubtedly involves large preparations—ships,

~ transports to carry troops and their
E)ngggf‘ equipment to Sajonika or Lemnos, also
ika urged preparations for transporting them up
country ; and the Committee of Imperial
Defence decided some weeks ago that these prepara-
tions should be immediately undertaken, so that if
an expedition were at any time determined upon,
no delay need ensue owing to lack of sea or land
transport. | understand that the Admiralty have
done all that was entrusted to them in this respect ;
| know nothing of the steps taken by the War Office
respecting the railways and the roads.

My final suggestion is that a special diplomatic
mission, based on our readiness to dispatch and
Proposed maintain a large expeditionary force in
%&?g‘r?tt'g the Balkans, should immediately be sent
Greeceand [0 Greece and Roumania to negotiate a
Roumania Military convention. Germany has not
depended upon her ordinary diplomatic represen-
tatives where the situation presented any greater
possibilities friendly or hostile to her welfare. She
has sent von der Goltz to Constantinople, Sofia,
and Bucharest ; von Buelow to lItaly ; Dernberg
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to America. She has not yet depended upon her
X——s in critical situations. No doubt they are
very good men in their way, but the mere fact that
they have remained so long in inferior diplomatic
berths proves that, in the opinion of the Foreign
Office, their qualities are not of the first order.
D.LL. G.

P.S—Since writing the above | have read a
remarkable report from General Paget, which
confirms in essentiads the view | have
Importance  repeatedly expressed as to the Balkan
oa®™® situation. | was privileged to se this
document through the courtesy of the
Prime Minister. | respectfully suggest that every
member of the War Council should have an oppor-
tunity of perusing reports which bear so intimately
on decisions they are asked to come to. To consult
them without trusting them with the only informa-
tion which makes their judgment worth having is
worse than futile. D LLG.

February 22, 1915."

On receipt of this memorandum Lord Fisher sent
me aletter which isworth reproducing as a character-
istic comment from a very remarkable man.

Dear Mr. Lloyd George, " Admiralty.
| am in complete accord with your phenomenal
paper ! Yesterday | had to write these
Fisne's  following words to a most influential
comment personage e
'Rashnessin War isPrudence, and Prudence
in War is Criminal.
The Dardanelles futile without soldiers! '

23/2/15. Yours, FISHER."
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Lord Kitchener had sent General Paget to the
Balkans to report on the position there. That report
confirmed all the information | had

substanceof  Previously gathered as to the prospects
Paget's report - and probabilitiesin that quarter. Accord-
ing to him, the Serbian Army, after a

series of brilliant victories against overwhelming
Austrian forces, had succeededin clearing their country
of all enemy troops, and were now in astrong position
behind their Danubian frontier. They had neither the
numbers nor the transport and equipment which
would enable them to take the offensive, but the very
able generals which they were fortunate enough to
posess were satisfied that if Roumania could be
persuaded tojoin the Entente and advance against the
Austrians with a force of 300,000 men, the Serbian
Army would conform and take up the offensive.
The Report urged that one or two Divisions of British,
French or Russian troops should co-operate with the
Serbian Army and that the presence of British troops
would most certainly tend to induce Bulgaria to
maintain neutrality, if indeed she would not seize the
opportunity of attacking the Turks. Such action on
our part, or even the definite proposal of such action,
would in his opinion cause Roumania to enter into
the War, at such a time when her aid would be most
invaluable. During the passage of the Russian Army
across the Carpathians, the Roumanian Army of even
200,000 men operating against the southern flank
of the already somewhat demoralised Austrian Army,
would assgt the Russians to an almost invaluable
extent. Roumania was hesitating, but her action
would be most prompt if British troops were to co-
operate in a campaign on the Danube. There were
no fortifications of modern standard between Belgrade

VoI .| RB
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and Vienna. That was the substance of the Paget
report. It was a soldier's opinion confirming that
which had already been formed by other soldiers as
well as civilians.
Eighteen months later Roumania came in with an
army of four or five hundred thousand men, but by
that time Russia was beaten and broken.
Roumania Her armies had been driven hundreds of
waitstoolong miles nearer Petrograd. They could no
longer hold their own when attacked, even
in their own country. The Bakans were in the
hands of the Central Powers; communication be-
tween the west and Roumania was completely cut
off; we could afford no aid in either men or material,
and fighting alone she fell without rendering any
service to the Allies by her sacrifice. The poor aid
Russia was able to give to the last remnant of her
beaten army could not avail, and the very effort to
afford that aid finally exhausted the Russian strength.
Two or three days after my memorandum was
circulated, Lord Kitchener circulated areply to it.
The document recalled the curious mixture of sagacity
and opacity which constituted the make-up of this
extraordinary man :—

" REMARKS BY THE SECRETARY OF STATE FOR WAR
ON THE CHANCELLOR OF THE EXCHEQUER'S MEM O-
RANDUM ON THE CONDUCT OF THE WAR.
| would like to make the following observations

on the Chancellor of the Excheguer's very

interesting paper on the state of the War.

I will not now refer to the figures quoted by the
Chancellor, as the seriousness of our position can
be realised and considered quite apart from the
question of the numbers of the combatants on either
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side. The Chancellor rightly points out that the
Russian Colossus, as some people described our
Kitchener's RUSsian ally, has not produced that
reply to effect on the progress of the War which
my memo- those who took an optimistic view
randum  anticipated. Nevertheless, in my opinion
Russia has done remarkably well, and, according
to my view of the situation, she will be found to
have saved us six months out of the three years

which, as my colleagues will remember, |
Praiseof  estimated, in the House of Lords, might
e'_‘f’f‘éff‘a” be the duration of the War. We must

remember that at the outset our chief re-
quirement was time, and though the Germans have
strained every effort they have not succeeded in
giving a knock-out blow at any time during the
seven months of hostilities. It is true that they
occupy a large expanse of territory outside their
country, but the War is not on that account more
likely to end in their favour.

If we are victorious the end of the War must
come through one of the two following causes :
Alternative (1) by a decisive victory, or a succession
;(]i(gseg_ of decisive victories, of the Allies, which
vicoryor May take place just aswell outside German
attrition  territory as within it; or (2) by attrition,
for when Germany is no longer able to support
her armies in sufficient strength in the field she
must sue for peace. | think it would be interesting
to obtain, and | am arranging with Lord Moulton
to furnish, a mathematical calculation of approxi-
imate dates when attrition might force our enemies
to sue for peace. Asfar as | canjudge now, | think
that about the beginning of 1917 this state of affairs may
bereached. [My italics.]
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| leave out of calculation the possibility of
the starving of Germany and Austria, where 105
millions of civilian population have to be fed.

With regard to the Chancellor of the Exchequer's
practical suggestions, | am glad to think that there
Needto &€ More factories available for the output
organise  Of war material in this country, but the
munition  real crux of the situation is, in my opinion,
effort the organisation of the skilled labour
required to work the machinery, and, if the
Chancellor of the Exchequer could help us in this
and in the many labour difficulties with which
we are confronted, | have little doubt that in
time an increased number of men, up to a total
of 3,000,000, may be recruited and trained fit to
take the field.-

In the efforts we are now making to raise, arm
and equip 2,000,000 men we are faced with grave
difficulties, not the least of which is that,
Labour  constantly, our manufacturers find them-
shortage  ggves unable, owing to shortage of skilled
labour, to keep their promises of delivery
of arms, ammunition, etc. This shortage could be
very much lessened by the employment of unskilled
together with skilled labour on the same machines,
but trade union rules do not admit of this. One
of the first essentids, therefore, is to secure the
requisite modifications of those rules.
A committeeis sitting, on which Sir George Gibb
represents the War Office, for the purpose of
organising labour. | understand that
Tradeunion they have been more or less successful in
restrictions gome  of their efforts to induce trade
unions to agree to modify the restrictive
regulations which they now impose on labour ;
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but if the Chancellor of the Exchequer could use
his great powers to persuade the trade unions to
deal with this matter at once, he would be doing
a great deal to help us in preparing an army of
the dimensions he regards as necessary. | quite
agree with him that the closing of public houses
in areas occupied by our labouring classes would
have a very good effect, but such a
. measure would no doubt have to be
Drink carried out with care, as the men might
resent any interference with their present
habits. | would suggest, in this connection, that
by keeping the public-houses closed up to 11 a.m. it
would be possibleto get the men into the works before
they had had an opportunity of obtai ningintoxicants.
We are making a great effort to increase our
armies in the theatre of the War up to 2,000,000
Slow men, incl udi ng those required to mai nt_ain
progress  the force in the field. We are just
inequippingbeginning to see the results that have been
newarmies gchieved, and the difficulties that we have
to face in the creation of these new armies. Until
we can actually put into the field a considerable
number of our new forces | doubt whether it would
be advisable to attempt further increases, except
as regards the placing of orders for the necessary
armament. Our present output will, of course,
be continuous, and will not cease when any specific
quantities of articles are delivered : every effort
is continually being made to increase production,
but the great difficulty | foresee is that to which
| have referred, viz. the labour question.
When our new armies are prepared to take the
field, it will be undoubtedly a matter of vital
importance that they should be employed in the
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most effective manner, so as to secure decisive
results, and that they should not be scattered
on subsidiary enterprises.

Much depends upon the success of the Navy in
forcing the Dardanelles, but we have not sufficient
men available at present to attack the Turkish
troops on the Gallipoli Peninsula. As the situation
develops in the Near East, we shall be better able
to judge how our troops could be best employed
when ready. K.

February 25, 1915."

This document is the first in which our Generals
committed themselves to the idea of a " War of
Attrition." Their avowed aim was to " break
through" and drive the Germans back across the
Rhine, arouted and broken mob, chased by cavalry.

It is no part of my task to describe military opera-
tions and | shall therefore not attempt even to

summarise the story of the Dardanelles
Toolateatthe Campaign with its incomprehensible
Dardanelles blunders and its tragic failure. The

poignant tale has been told by a master
hand in Mr. Winston Churchill's volumes of the
"World Crisis." A small force of a few thousands
landed in time would easily have overwhelmed the
wretched garrison to whom the defence of Gallipoli
had been entrusted by the cardless Turks. When we
sent an army numbering tens of thousands to attack
in April, Turkish reinforcements had arrived which
were strong enough to prevent us from capturing
one of our objectives. We were always too late. We
ran race after race with the sluggish Turk and each
time heinvariably won, and arrived first at the winning
post. He delayed and procrastinated according to
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his wont, but we beat him at the dawdling game.
He gave us many chances and we never took one.
Whilst that tragedy was visibly developing scene
by scene and act after act, | was a helpless spectator
who possessed neither the official position nor the
personal influence with the War Directors which
would enable me effectively to intervene.
During the whole of the summer months the
Serbians remained on the defensive, whilst our
strength was being muddled away on the
Futility of  \Western Front in attack after attack upon
‘(’:"aﬁt%%n German positions defended by much more
powerful artillery than any the Allies
could command. Hundreds of thousands of British
and French troops were kilfed and wounded, and
ammunition was lavished upon fruitless and costly
attacks against impregnable fortresses.  The Germans
soon became convinced that they need feel no anxiety
as to these onslaughts. As soon as they saw how
feckless our efforts were in the Dardanelles they
ceased to worry about that operation and postponed
dealing with it until the autumn. They were right.
Scores of thousands of the Allied troops fell in belated
and therefore fruitless assaults on Achi Baba and the
heights above Suvla and in clinging on to the rocky
dopes of Anzac. Intheeast, aswell asin the west, the
German game of attrition was a great success.  So they
left the south-eastern flank to the Turk and in the
west they left their entrenchments to be defended by
numbers which were considerably inferior to those
which were arrayed against them, and they turned their
attention to the east with aresolve not merely to relieve
the pressure upon their sorely tried allies in the Car-
pathians but to defeat the Russian Army along the
whole front, and if possible, to destroy it.



CHAPTER Xl
THE RUSSIAN COLLAPSE

POIGNANT APPEALS FROM THE RUSSIAN SOLDIERS

The failure of the Allied military chiefs to realise
that the event of this War would ultimately be deter-
mined by equipment on land, sea and air ought to
have been brought home to the most blinkered mind
by the Russian defeats in 1915, and by the grave
consequences that ensued.

On the Western Front we hailed arecovery of ground
on a front of two or three kilometres to a depth

.. of one kilometre as a victory. We had
ﬁig&aéé?”'” severa triumphs of that kind during the
movementin  year 1915. They were attained at a
theeast heavy cost of human life on our own
side, and comparatively small loses to the Germans.
In the aggregate we succeeded in tearing out of
German claws a few square miles of French and
Flemish soil. The balance of advantage was every
time with the enemy. We captured nothing of any
strategic value. We expended over 10,000,000 shells
and added hundreds of thousands to the ghastly
casualty lists of the War. During the same period
on the Eastern Front the Germans drove the Russian
armies on a front of 500 miles to a distance ranging
from 90 to 300 miles from their original entrench-
ments. Every shell told. The price they paid in
German lives for their vast conquests was not half

44°
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what we sacrificed in the attainment of trivial results.
They captured more great cities and provinces than

we did hamlets and shell-harrowed fields.
The great retreat of 1915, in which, with un-
exampled carnage the Russian armies were driven
pell-mell out of Poland and the Baltic

Russan provinces up to Riga, was entirely due
artillery . . A . . .
shortage to Russian inferiority in artillery, rifles

and ammunition of all kinds. Amongst
my papers there are reports written at that date by
British officers who were observers of the actual
fighting, and 1 have had the advantage of perusing
some of the dispatches sent from the Russian generals
at the front to their Government. They afford
poignant and convincing evidence of the fact that
the Russian rout was due to lack of material. Even
before the end of the campaign of 1914, the Russian
Army's resistance threatened to break down altogether
through lack of equipment. There were some dis-
tressing appeals sent in November and December,
1914, from General Y anushkevitch, the Chief of the
Staff of the Grand Duke Nicholas, Commander-in-
Chief of the Russian Armies, from the fighting front
to General Sukhomlinoff, the Secretary of State for
War.

Here are a few specimens couched in language
which might well be called hysterical had it not
been fully justified by the tragic facts :—

"22/X1-1914.
Yanushkevitch to Sukhomlinoff.

. | should be infinitely obliged to you, on
behalf of the Army, if you would consider it pos
sible to hurry up Rudsky [a well-known metal-
lurgical works in the Baltic provinces| for the
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promptest output of shells. This is a nightmare
Examples (0 M. With the reduction in the num-
of appeals ber of guns and quantity of cartridges,
fromRussian50 to 60 per cent, more casualties have
armies Started."

He went so far as to suggest that even the appearance
of shells without any means of explosion might
encourage the troops.

" Would it not be possible in addition to every-
thing dse to increase the quantity of shells (fuses
are not necessary, but there will be shots). At any
rate the spirits of the troops will be kept up. (A
drowning man aways caiches at a straw.) The
matter of the provision of rifles has been successfully
arranged : up to 50 per cent, has been
secured. . . ."

General Sukhomlinoff, in reply, sent a telegram
which he intended to be reassuring, but which must
have had a very depressing effect upon its recipient.
He was doing his best to speed up production, and
ends up by saying :—

. | myself visit the works and urge them,
but come upon strikes, shortage of coal, non-
delivery of lathes from abroad—and we have none."

Workmen, miners, railwaymen and foreigners were
all to blame. The Czarist Ministers were aone
blameless. How completely the equipment of the
poor Russian soldiers had been neglected is revealed
in a fuller message from Y anushkevitch to Sukhom-
linoff dated 6th December, 1914 :—

"1 know that by my wailing | caused you
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trouble and worry, but what is to be done? You
know that my hair stands on end at the thought
that, owing to the shortage of cartridges and rifles,
we shall have to submit to Wilhelm. . . . The
fewer the cartridges the greater the loss. If it were
possible to throw in 150,000 to 250,000 men at
once, it would be possible in 1 to ij weeks to
hurl back the enemy and secure an advantageous
positionimmediately. . . . Thatiswhy | consider
it my duty to make a humble appeal to you.
Many of the men are without boots and have
frost-bitten feet ; they are without short fur coats
or sweaters, and are beginning to catch severe
Surrendersof€0lds.  As a result, where officers have
ill-equipped been killed off, mass surrenders and
Russan  captures have started, in some cases on
troots the initiative of ensigns. They say,
! Why should we perish of hunger and cold, without
boots, the artillery is silent, and we are killed
like partridges. The Germans are better off.
Let us go.* The Cossacks, who in an attack had
recovered 500 that had been captured, were abused
by the latter : “ Who asked you, fools; we do
not want to hunger and freeze again." These
occurrences are truly sad—but they are threatening.
That is why | am now raising my voice. The
English offer to help in executing the orders in
their country, in America and Japan. Be merciful
and give us instructions for everything possible
to be ordered (horse-shoes, cartridges, rifles).
Nothing will be in excess. The Army will absorb
everything like an insatiable monster. Forgive
me, for God's sake. Believe me that | am not
exaggerating. I am speaking from my
conscience. "
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Here was a war that had been foreseen for years
past by the Government of the Czar. For this
contingency preparations had been made ; at least
the French peasants had supplied cash in plenty for
such preparations. How had it been spent ?

The Grand Duke Nicholas, who commanded this
Army, was a fine soldier, and an honourable man.
He took for granted that his colleagues and comrades
at the War Office were of the same pure metal.
His disappointments come out in the telegrams of
the Chief of his Staff. Here is another to the
egregious Sukhomlinoff:—

10/12/14.

In order not to worry you, | have, by order of
the G.D. [Grand Duke], sent an S O S by wire to
General Vernander, describing to him the picture
in regard to the cartridges. Both Commanders-in-
Chief [at the fronts] have sent such telegrams that
my hair stands on end. Cartridges are disappear-
ing. In Germany articles have already appeared
that “ we are at our last gasp, as we are almost
not replying to their firing ; that on the evidence
of our soldiers [prisoners] our numbers are shrinking
without being replaced, and the artillery has been
forbidden to shoot.®> The deduction to be made
from this is that victory is at hand. And the
reinforcements promised for the 18 December have
not as yet come to hand.”

General Yanushkevitch to General Sukhomlinoff.
" February, 1915.
2-3 times a day cartridges are asked for
from the fronts, and there are none. My heart is
heavy. . « "
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General Sukhomlingff to General Yanushkevitch.
" 24th February, 1915.

. . . The eighth month of a fierce campaign is
making itself felt by an exhaustion of stocks with
all armies, and with use of projectiles.

Positively all possible measures are being taken,
and the Grand Duke Serge Mikhailovitch, who is
now at the head of this business, can convince
himself that the constant orders abroad have not
promoted the development of our private industry,
and with Government factories one does not get
very far, especially when, moreover, the means
therefore had to be acquired by sheer force—at the
bayonet point and at a risk of losing one's position
in the service. "

At that time such information as | was able to
secure about the Russian situation, despite the
My alarm over reticence of the military authorities, in-
the Russan  cregsed my already acute uneasiness.
dwaton * 1 February | laid my views before

letter to the . . . A
PrimeMinister Mr. Asquith in writing as follows :—

" Treasury Chambers,
Whitehall, S.W.
February 18 th, 1915.
My dear Prime Minister,

The situation revealed by Lord Kitchener's
statement at this morning's Cabinet is a grave one,
and | strongly,urge that the War Council should
take it into consideration at once. After seven
months' war we do not even now know approxi-
mately the position of the Russians. Sir John French
told me that he had been assured by the Russian
officers who visited him that Russia would have
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3,000,000 of men fully equipped in the field next
month, and that they could then sweep back the
German and Austrian armies opposed to them.
The War Office compute the Russian forces now
at 1,200,000. If Sir John French's information be
correct the Russian reinforcements available in
March would come to 1,800,000. Now we learn
that the Russians have no rifles to equip their new
men with and that they can only turn out rifles
at the rate of 40,000 per month. At that rate they
can only bring 500,000 more men into the field
by thistimenext year. The Germans are capturing
more than 40,000 Russians with their rifles each
month. What is the truth about their equipment ?
We surely ought to know. Our fate depends
upon it.

| ventured in October last to express my doubts
as to the Russian equipment, and | suggested then
that we should take definite steps to ascertain how
they were situated. | thought then it might be
possible to arrange a meeting between the three
War Ministers—or responsible representatives.
X is a futile person with no authority and but
little intelligence. Y, for this kind of work, is no
better.

We ought to have a searching and candid survey
of the whole military situation with a view to
devising the best means of meeting it—otherwise
we shall drift into irretrievable disaster.

There has been a deplorable lack of co-ordination
between East and West, and as long as it lasts the
Germans will continue winning. Mere optimistic
bluff isnot going to float usthrough thishurricane.

Ever sincerely,
D. LLOYD GEORGE."
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Nothing was done, however, to improve the
position. The same kind of messges as | have
already quoted continued to come from Russian
generals at the front, and much the same sort of
reply came from the self-complacent ministers at
Petrograd.

General Tanushkevitchto General Sukhomlinoff.
" March, 1915.

: . Our strategy is now dead, as we can-
not undertake anything, since we are helpless
materially. 1f we could only repel attacks; it
is painful that instead of being able to throw in
every month 1,440 companies we must be satisfied
with 350 . . ."

Tanushkevitch to Sukhomlinoff.
" March, 1915.

. . . You know that during the Russo-Japanese
war they fought for about two weeks and vegetated
for 2-3 months but now there are divisions that
have already been fighting for 85 days. That is
no longer fighting, but a titanic struggle to the
death. ... | fed quite heavy at heart. At
night | imagine | hear someone's voice : 'You
have been sold, you have missed, you have over-
slept.' "

As usua in Russia when failure was due to an
incompetent and corrupt system the blame was
attributed to other causes. The Jews aways come
in handy on occasions when corrupt or incompetent
Gentiles make a mess of national affairs.
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Tanushkevitch to Sukhomlinoff.
" 27th April, 1915.
. *» . In some places they are already blowing
up bridges, stores. This is all done for
Jewsas money ; probably the Jews are doing it.
scapegoats Thereisnooneelsetodoit.
The question of cartridges and rifles is,
| may say, a bloody one."

Tanushkevitch to Sukhomlinoff.
"21st May.

. . . lvanofIT, reckoning 40 shots per day per
rifle, and 5,000 rifles to the division, requires five
million rifle cartridges per day and 40 parks of light
cartridges per month. |f one compares this with
the colossal expenditure of the French during the
last operations in Champagne (100,000 per 24
hoursfor 10 days, over 50,000 along the whole front
daily) one's tongue clings to one's throat. . . .

From all armies the cry goes up: Give
cartridges ! "

Tanushkevitch to Sukhomlinoff.
" 27th May.

. . Yesterday the Germans dropped on to a
section of one of the regiments 3,000 heavy shells.
They demolished everything. Andwefired barely
100 . . "

Some hint of the difficulties which beset the Russian
Reportsof arrangements for munition production
British military may be gleaned from thefollowing extracts
observer in  taken from a report sent us at the time

ussa from a British officer who was then in
Russia :—
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" May 26th, 1915.

[tisrumoured that Manikovski isto benominated
as Chief of the Artillery Department . . . and that
the Grand Duke Serge is to be asked to take sick
leave . . . He [Manikovski] said that the Grand
Duke Serge was a man of great ability, but he had
never smelt powder, and he loved the Artillery
Department and all its ways ' like a man will still
love a woman, though he knows all the time that
sheisabadlot.' . . . He has worked hard and has
all details at his finger-tips, though he is very ill
and should be in bed. His fault is that he
obstinately under-estimates the number of shell
required per gun per month, and Sss no necessity
for an adequate reserve. He has trusted too much to
the promises of Vickers and Creusot, whose failure has
upset all calculations. . . . "

Yanushkevitch wrote on the same date that the
Commander-in-Chief " was appointing Lord Kit-
chener his agent, with ' carte blanche' to

LK?{ghener's procure shells, rifles and ammunition.”
helpinvoked He added that " it was against the law of
Russia to give such powers to a foreign

General, but 'since it is a question now whether
Russia should be victorious or defeated, we will spit

on those laws. . . /"
A despatch on 30th May, 1915, stated :—

" The powder expert in the French Mission
thinks it would be impossible to form new factories,
as there is already a want of trained personnel.

. . The Russian Government should be urged
to give larger orders for machinery, provided Lord
Kitchener really sees his way to providing fuses.”

voL. 1 ce
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The Russans had a pathetic belief in Lord
Kitchener and talked with confidence of shells pro-
vided on the guarantee of Lord Kitchener.

Here is a telegram from Yanushkevitch to the
Russian War Office :—

"June, 1915.

Orders have been given to Kitchener, as the
political situation and the phantom of strikes, etc.,
do not entitle one to ignore this not very
Rifle profitable offer from abroad, but one
shortage  secured by the guarantee of Kitchener [to
give prompt assstance] . . . The 111
and VIII Armies have melted away. Three corps
from three divisions with 5,000 bayonets each.
Staffs of officers are vanishing, and the supple-
mentary units, on receipt of rifles on the fighting
days vie with each other in surrendering ! "

Yanushkevitch to Sukhomlinoff.
"June, 1915.

... A Dbilious telegram was sent to Ivanoff.
The reply was ' in 12 corps there are seven divisions,
representing 12,000 bayonets !  There are no rifles
and 150,000 are without rifles. . . . From hour to
hour it is worse. We await the heavenly manna
from you. The chief thing is—cannot rifles be
purchased ?..,""

A further despatch of 8th June throws a sinister
light on the working of the professional mind when
confronted with the consequences of its inefficiency,
lack of vision and energy :(—
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" ... The French Technical Mission regards
Smislovski as the real enemy of all progress. They
say he has opposed their work in every way in his
power because, if they show themselves able to
produce shell in Russia, it will be direct proof of
inefficiency in the Artillery Department, which
people will say might have increased the output
months ago. . . ."

The story reads painfully like an echo in a higher
key of the lethargy, the lack of vision, the conflict
between patriotism and professional vanity which
hampered munition supply everywhere.

InJuly and August we aso had reports from British
officers at the Russian Front as to what was happening
there. They wrote within sound of the German
guns :—

" The First Army was hopelessly weak in heavy
artillery. For instance, north of Tysekanov the
German pre- 150 TUrkestan Corps had to fight 42 enemy
ponderance guns of big calibre with only two. As a
inheawy  result, the nth Siberian Division was
atiley  practically destroyed.  The German
preponderance in heavy artillery ssems to have
created something of a panic.”

It was not that the Russians had not entrenched.
They were driven out of territory which for 30 years
had been prepared for defence by highly skilled
engineers. Great fortresses, which had been devised
with ingenuity and constructed with an immense
amount of labour, were destroyed in a few hours by
the terrible cannon brought up by the German Army.
The Russians, with their inferior equipment and
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serious shell deficiency, were quite unable to reply.
Retreat was the only expedient open to them to save
their armies from complete destruction. They were
short of the machine-guns which would have enabled
them to fight rearguard actions to delay the enemy
and inflict upon his advancing troops losses which, in
course of time, would have exhausted his strength and
forced him to pause.  In this unequal contest between
machinery and men the great losses were almost
entirely amongst Russian men, and these are described
as " appalling.”® They had no guns which would
stand up for one hour against the massed cannon of
their ruthless foe, and when they had a few they were
either silenced by the crashing missiles that rained
on and around them, or their scant supply of
ammunition was soon exhausted.

From another part of the front where the Russians
had made considerable progress against the Austrians
Ammunition 11 Was reported that the victorious Russians
famine turns had been forced to retreat because of the
victoryinto  |ack of ammunition. Such ammunition
defeat as Headquarters could spare was urgently
needed to meet the German onslaught. The van-
quished Austrians then avenged their retreat in
perfect security against the disarmed victors. The
report further stated (i 8th June, 1915) :—

" As we are forced to save shells the enemy can
inflict loss unpunished.*

Another account states :—

" All the late advances have been pure murder,
as we attacked against a large quantity of field and
heavy artillery without adequate preparation. |
think the casudlties in the ordinary sense of the
word must have been i| million.*®
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Here is another extract from another quarter of
the 900-mile battlefield, where the Germans were
still pursuing their long-range massacre of defenceless
Russians :—

" This Army [the Third Russian Army] is now
a harmless mob.  We are very short of ammunition
and guns. All redlise the futility of sending men
against the enemy ; they with their artillery and
we with ours."

At this time—ten months after the outbreak of
war—Britain was just beginning to st about the
task of systematically organising her enormous
manufacturing  resources to  produce suitable
weapons and sufficient supplies of ammunition for
herself.

Until the Germans arrived with their superior
equipment and technique, the Russians had been
doing very well against the Austrians. But when
Mackensen came with his great guns and his efficiently
Russian trained German soldiers, the Russians
morale were quite unable with their inferior
shatteredby  equipment to withstand the onslaught.
German guns A one British officer said during the
retreat in May : " To-day is the eighteenth day of un-
interrupted battle and retreat. | fancy they have
had very littleto eat. This army has been thoroughly
spoilt up to now [30th May] by having only Austrians
against them. They did not know what real fighting
meant . . . The Russans even now are possibly
in numerical superiority, but the morale of the Third
Army has been temporarily shattered." And by
June hereported that" the Third Army is reduced to a
quarter of its strength, and its morale has been
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crushed owing to losses from artillery fire to which
the Russians are unable to reply in consegquence of
lack of shell and rifle ammunition.” The Russian
General Staff, in their official apology for the retire-
ment, point out how overwhelming was the German
concentration of guns, and proceed "as a natural
result all the Russians in the beaten zone who were
not killed or wounded were stunned and contused.”
In this remarkable document there is a paragraph
which is reminiscent of something | heard from the
lips of an eminent British General as to the stupidity
of spoiling troops by teaching them to expect that
their enemies should be crushed by a preliminary
bombardment before they were called upon to attack
German them. " It is evident that the enemy
infantry infantry which has been pampered and
" pampered  Spoilt by such artillery support, and has
and spailt”  heen accustomed to attack only when
the enemy is poisoned and overwhelmed by it,
will soon be forced to fight in far more difficult
conditions."

A comment written at the time (30th May) upon
that observation by Colonel Knox, the shrewdest
and best informed of the British officers at the Russian
Front, was: " Itisapity that the poor Russianinfantry
cannot get a little pampering and spoiling of the
samekind."

It was not merely an inferiority in guns that con-
tributed to this disaster. There was a shortage of
rifles and of rifle ammunition. Of the units which
were sent to the front to replace the enormous
casualties, only 25 per cent, came with arifle. And
therewere no rifles at thefront to supply the deficiency.
Once more to quote from one of the British observers
(18th June) :—
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" The Russian guns are everywhere outnumbered
by the German, and we have, of course, far less
shell. The Russian infantry has not only to fight
without proper artillery support; many of the
units are much below strength, for there are in-
sufficient rifles to arm the drafts, and, to crown
them all, there seems to be serious danger of
shortage in rifle ammunition."

When the Russians held their own they could pick
up and pass on to the unarmed living the rifles of the
fallen, and the unexhausted bandoliers of the stricken
multitude aso provided a reserve of cartridges ; but
when the retreat began these sources of supply failed,
and the shortage became more and more serious.

That was early in June, and the fighting went on

until the end of September. By July the Russians

had ceased to fight with any hope of

The Russan Victory; strategy was confined to the

retreat problem of an extrication which fell short

of annihilation. The Russian strategy

was reduced to an effort to frustrate the German

effort to Sedanise them on a grand scale. Their
highest idea of tactics was a skilful retreat.

"August 29, 1915.
The men were tired out from retiring every
night and digging trenches in the morning, only
to be shelled in the afternoon by an artillery to
which they could hardly reply. The casualties
were appalling. They were put at one million
and a halfin this summer drive."

As one Russian officer said : " The munitions
shortage is bleeding the Russian Army to death.”



456 WAR MEMOIRS

At first the Russian generals were sustained by the
thought that the Germans had exhausted all their
reserves of ammunition in their first overwhelming
attack, that they would not be able to continue to
bombard on such a formidable scale, and that once
they left depots which they had taken weeks to stock

and store, the advantages which their
girm?gns superior artillery had given them would
inexhausible  disappear.  In the sequel they were sadly

disillusioned, for throughout the summer
and into the late autumn, the Germans renewed the
attack by the same methods and with a superiority
of equipment which became greater and greater
through the loss of Russian guns and the depletion
of Russian dumps. Weeks after the date of that
characteristic military document about the danger
of demoralising storm troops by too much artillery
preparation, the " spoilt and pampered " Germans
drove the shattered Russian Armies before them
across rivers, through marshes, demolishing carefully
prepared defences and redoubtable fortresses until
the Russian winter which had destroyed Napoleon
once more came to the rescue of the hunted defenders
of Holy Russia

In Britain we were apt to compare the immense
might of Russiato a steam-roller which moved slowly,

but crushed surely as it moved forward.
Steam-roller — \When the great retreat began we were
o W9 reminded that a steam-roller always

moved backwards as well as forwards.
The French comment upon the steam-roller obsession
was that the Russians were more of a threshing
machine which gradually absorbed the German
strength and ultimately beat it all into straw. This
disastrous campaign proved that the Germans
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Map showing the successive Russian retreats in August, 1915.
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the Russian Revolution. The true state of affairs

might be kept from British Cabinet
How Russan Ministers, and, with the help of the
revolulion censor, from the British public, but they

could not be concealed for any length of
time from the people they most concerned—the people
of Russia.  When mutilated soldiers returned to their
homes and carried the news to the Russian villages of
defeat after defeat and of the fact that these defeats
were attributable to lack of preparation on the part
of their rulers, and told their neighbours of the ghastly
casualties which had been inflicted upon their fellow-
countrymen in consequence of this neglect, the effect
was, first of all, one of consternation, and gradually of
smouldering resentment. In one small village, out
of 26 young men who had gone to the front, 24 had
been destroyed in the murderous campaign. The
Russian peasant moved slowly but the town workers
expressed their indignation in alarming riots which
were only quelled by the rifles of the police. From
the Moscow rioters came thecry : " Beasdts ! Beadts !
Y ou have no ammunition to fight the Germans, but
you have plenty to shoot down Russians.”

Inside the Army the deficiencies in equipment
naturally created a sense of growing dissatisfaction and
distrust. At first it was directed against the Allies :
later on it turned against the Czar and his advisers,
and then both Czardom and the Alliance fell together
into the same pit of righteous wrath. Hereis a report
from the Russian Front which came into my hands
just as | entered upon my duties as Minister of
Munitions:—

" August 29, 1915°
Officers cannot understand why England, with
her highly developed industries, is unable to help
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Russia with munitions.  They come to me and ask
why we do not send out shell and rifles. When |
_ tried to explain that we have not sufficient
zlliisga's for our own requirements, they simply
blamed d0 not believe, and go on to argue that
itisin our own interest to help, for they

will do the fighting if we will only give them the

wherewithal todoit."



CHAPTER X1V

WHY WERE THE RUSSIAN ARMIES ILL
EQUIPPED?

T H E bitter rebuke of those bewildered Russian officers
whose men had been slaughtered for lack of proper
munitions is true in substance and in fact,

Alliesto

blame for and history will return a true bill against
Russian the military directors of France and
collapse Britain for their sdfish obtuseness in

abandoning their Russian comrades in arms to hope-
less carnage, when they might so easily have saved them
and in so doing have rendered the most effective help
to their own countries. They never could be taught
to appreciate the fact that a great victory over the
Germans in Poland would be a greater service to
France and Belgium than a slight advance into the
German lines in Champagne, or even than the capture
of a molehill in Flanders.

They could unquestionably have saved Russia had
they taken the right action and taken it in time. For
instance, had the manufacturing resources of our
country been mobilised for the production of munitions
of war as soon as we decided to fight in August, 1914,
and had the military chiefs foreseen in time (as they
ought to have realised as soon as the Germans dug
themselves into the soil of France after the Marne)
that the War would resolve itself into an attack and
defence of formidable earthworks, impenetrable except

460
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by overwhelming artillery, then the same systematic
methods for increasing the output of rifles, machine-
guns and guns of heavier calibre with abundant
ammunition as were inaugurated by the Ministry of
Munitionsin 1915, might just as easily have been taken
Foolish delay in August or September, 1914—in fact,
in developing More easily, for all the pivotal skilled men
munition would have been kept at home. The
output result of prompt action on an adequate
scale would have been that by the end of the year we
could have increased our output of the lighter type
of shell by hundreds of thousands, and by the summer
of 1915 we should have had at our disposal a fine
equipment of guns of every calibre—light, medium
and heavy, with a full complement of shells. We could
have added hundreds of thousands to our stocks of
rifles, and what is quite as important, we should have
had thousands of machine-guns, which owing to the
delays, were not available until late in 1916. In 1915,
this great equipment would have exceeded the needs
of our armies for defence in the field at that time. The
new recruits were not ready to take part in the fighting
until September, 1915, and those who were then
placed in the battle line were barely one-tenth of the
total recruitment up to that date. That fact would
have enabled us, without impinging on our own
requirements, to double the Russian equipment of
medium and heavy guns, and to more than treble
their meagre supply of shells. Had we postponed
efforts to break through in the west until we were
quite ready, the Russian Armies could have been
supplied with an equipment which would have
enabled them to break up the Austrians, whilst re-
pelling the Germans. We could have furnished them
with sufficient rifles for their fighting men, and with
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hundreds of machine guns to assst them in defending
their fortified posts. Had the French contributed even
a moderate quota out of their more considerable
supplies of guns and ammunition, the Russian Armies
instead of being a mere target for Krupp's great guns,
would have become a redoubtable weapon for attack
and defence. That would have compelled the Ger-
mans to weaken their forces on the Western Front in
men and mechanism and thus make their defensive
line in France and Flanders more vulnerable.

The way the Allied War direction failed to utilise
the gigantic resources of Russia in men is the best

proof of the lack of vision and of ordinary
Fallureto  puginess intelligence which nearly lost
r‘ﬁgﬁ)sxes?asthe War and succeeded in prolonging it

for years with increasing havoc, ruin and
ghastliness.

Russia had such reserves of vigorous and sturdy
youth that four and a half years of devastating war,
followed by many more years of ravaging disease and
the wholesale massacre of revolution and counter-
revolution, seem to have made no appreciable im-
pression upon their inexhaustible numbers. By the
end of 1916 over 13,000,000 had been called up, and
it was estimated then that there were still left several
millionsof fit men of military age never yet summoned
to the colours. As to the 13,000,000 that joined the
army, the first contingent of these millions were
highly trained and well officered. Most of the number
who were waiting their turn at the gates of the

. slaughter house had received quite as
SS?';%O“'“E thorough a training for military service
troops as that which either Britain, France, or

America could afford to give to their
recruits the last year or two of the War* As one
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Russian general was reported to have said when the
Duma complained of the horrible casualties : " Don't
worry yourself. Thank God, of men at all events we
have enough." In courage and endurance they had
no superior on either side on any battlefield. But
their equipment in guns, rifles, machine-guns, ammu-
nition, and transport was the poorest in the field
(except later on, when our Salonika Army was
deliberately kept on quarter rations of shot and shell),
and for that reason they were beaten in action by
troops inferior in numbers and sometimes in quality,
and slaughtered by the million without the means
of defence or retaliation. Their country was a half-
primitive peasant land, unskilled in indus-
Russia's lack trial arts and therefore unable to provide
of engineering  her gallant young defenders with adequate
resources . . ..
weapons. In spite of the infinite natural
resources of the country, it had none of the developed
or accumulated wealth which commanded the credit
that would have enabled it to purchase essentia
equipment or supplies in the only available neutral
market in the world that could furnish it with its
needs—the United States of America. When that
credit was partially forthcoming it was frittered
away by corrupt incompetence. On the other hand
France with a population less than a third that
of Russia soon came to the end of her man-power, and
for filling up the terrible gaps made by war in her
armies had to depend upon successve
France shot  €OMbings from her workshops and farms,
of men upon the patch-ups turned out from the
hospitals, and upon the young boys who
became of military age during the years of the War.
She supplemented these by coloured men from French
Coloniesin Africaand Asia. Any and every material
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for soldiering she could lay her hands on was thrown
into thefiery furnace. Her divisions at the commence-
ment of the War each numbered 20,000 men. By
1918 many of them had been reduced to less than half
this strength, and even at that were kept up with
difficulty. But France has some of the finest arsenals
in the world for the production of weapons, especially
for land warfare, and her engineers in other depart-
ments were highly skilled craftsmen. Her resources
for turning out every machine and device for waging
a mechancial war were capable of an expansion which
seemed to be limited only by the demand. France
was adso a country rich in wealth accumulated by
generations of toil and frugality. Her credit thus

stood high in the world.
As for Great Britain, when the War broke out she
had millions of young men of military age, but not four
per cent, of them had received any military

E”%Uned training. As soon as war was proclaimed
for war hundred thousand after hundred thousand

flocked to the colours. But only gradually
were they absorbed, drilled and fashioned into an
army. It was the end of the second year of the War
before a million of them could be placed in the battle
line. By that time France had lost over 2,000,000 and
the Russian casualties were 5,000,000. We did not
posess the officers, the training sergeants, and all
that constitutes a cadre capable without loss of valuable
time of making out of the best raw material soldiers
fit to encounter the finest army in the world. But
we were the greatest manufacturing country in
Europe. There are no finer craftsmen in the world
than those employed in our metal trades of all kinds.
Their resourcefulness and adaptability were amply
demonstrated as soon as they were put to the test.
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We were aso the richest nation in Europe.
Britain was the greatest creditor nation in the world.
She had lent £4,000,000,000 to the nations of the
earth and in the main the security was good. So
British creditin Americawas good enough to guarantee
any order for equipment which that country had any
reasonable hope of executing. Britain and France
jointly arranged a substantial credit for Russia in
America, but when | entered the Ministry of Munitions |
found that the more powerful financial countries had
managed to hustle and trample down Russias best
chances of utilising her foreign credits. M. Albert
Thomas and | did our best to secure afair distribution
and co-ordination of the Allied orders in America.
It was then almost too late.
Had Britain explored her unsuspected resources
and then organised them for war as soon as she risked
her own greatness and the lives of her
British own children in the demoniac venture
e’ shecould, in the late summer of 1915, have
equipped 2,000,000 Russianswith almost as
powerful an armoury of machines and missiles as that
with which she sent 1,500,000 Britonsinto action in the
summer and autumn of 1916. With some help from
France, which her armies could, as | shall point out
later on, easily spare and spare to their own advantage,
andwiththefurther aid of the American factorieswhich
our credit could purchase, Russia would easily, in the
campaign of 1915, have held Germany in check and
overthrown the inferior armies of Austria. Instead of
which what happened ? | have endeavoured to sum-
marise the pitiful story of the disaster that befell agreat
country and the mutilation and death that came to
millions of her brave sonsthrough the incompetency of
her rulers and the blind and sdlfish folly of her friends.
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The Russian failure to make the best of the resources
at their command, natural and acquired, was not
due to any lack of mental quality in the
Characteristics ,ce- They are an exceptionally gifted
Russians nation. But they have the leisurely and
casual habits of a peasant people. With

them time does not count and organisation has no
meaning. They wait for the seasons, and for months of
the year there is nothing they can do to help fruition
but keep warm until the sun comes round to call
them to their labours. When their first spell of toil
is over they have another period of loitering about,
doing little until the fructifying rays have completed
their task. The industrialism of the west, which
demands incessant, well-directed, wasteless toil, has
never entered the lives or fashioned the habits of
90 per cent, of the Russian people. One or two
illustrations of the way this ingrained and hereditary
tendency of mind affected all their work came to
my notice during the War. A Russian officer whom
| met at a Conference during the War told me that
the real Russian was essentially an unpractical
dreamer, and he challenged me to name one who
had ever displayed any aptitude for business in

trade, finance or politics. | named severa. He
annotated each name by saying: " He is not a
Russian, he is a German," or again, " He is an
Armenian." " Heis a Georgian." " He is a Scan-
dinavian." " Heis aJew." Then | said: " What
about yourself ?" He replied : " | am a Greek."

That is much too wholesale an indictment of a race
that numbers well over a hundred millions and has
accomplished great things. But my experience of
doing business with them taught me that there was
an unwelcome ingredient of truth in this cynicism.



RUSSIAN ARMIES ILL EQUIPPED 467

Here is a fair illustration of their strange com-
bination of genius and ineptitude. Their chemists
were men of exceptional knowledge, in-

genuity and imagination. Early in 1915

the Russian munitionment encountered

the same class of difficulty as arrested our

activities at one point. There was an inadequate
supply of the kind of explosive which had hitherto
been used for the purpose of filling their cartridges
and shells, and it was essential that another source
of supply should be discovered without loss of time.
In their case as in ours the matter was referred to
chemists for investigation. After weeks spent by
these scientists apparently without“any practical issue,
inquiry was made at the laboratory to ascertain what
progress had been made with the solution of the
difficulty. It was discovered that the chemists had
forgotten all about the urgent task which they had
been specifically invited to solve. They had in the
course of their experiments got on the track of a new
chemical discovery which was infinitely more im-
portant to them than the explosive ingredients of a
shell, and they were pursuing this trail with an
eagerness and an enthusiasm which made them quite
oblivious of the fact that their country was engaged
in a life and death struggle with a foreign foe, and
that they had been called upon to use their scientific
skill to save it from an impending catastrophe. Here
is another illustration of the same kind of practical
defect in the Russian temperament. When the
Germans let loose their first gas attack in Russia
there were at first the same crude improvisations to
protect the troops as we were forced to attempt.
These proving ineffective, British and French aid
was invoked. We were asked to send immediately
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a supply of the masks which had been invented for
the protection of the Allied troops in the west from
these chemical horrors. We instantly sent to Petro-"
grad hundreds of thousands of our latest pattern.
Before they were forwarded to the front they were
submitted to a preliminary examination by a Russian
chemist, who had no hesitation in coming to the
conclusion that they were by no means perfect.
The consignment was, therefore, detained at Petro-
grad, whilst Russian professors were devoting their
time to devising something better. The perfect mask
was never invented. The English masks were
ultimately transmitted to their destination, but mean-
while thousands of gallant Russian soldiers had been
choked by the agonising fumes.
Had we not known something of the inefficiency
of Russia under its autocracy we might have pointed
to the great arsenals of Perm and Petro-
Incompetent  grad and many another finely equipped
magerat workshop planted here and there in their
vast country. For our neglect we could
have put in the plea that we honestly thought Russia
was quite able to furnish the needs of her own armies
without much outside aid. M. Albert Thomas
told me on his return from a visit to Russia in 1916
that he was filled with envy when he went through
the Putiloff works near Petrograd. They were
equipped with the most modern machinery. In that
respect they surpassed the finest of the French arsenals.
But the management was incompetent, indolent and
muddled. The incompetence of Russian manage-
ment, however, was not a new discovery, and it
needed no specia journey to reveal it to western
eyes. At any rate, it was known by 1915, and
Britain and France in co-operation ought to have
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averted its calamitous results to the Allied cause by
supplying the equipment which Russian management
had failed to provide. When the Teutonic hurricane
burst on the doomed armies of the Muscovites in
May, 1915, their fine arsenals had succeeded in
turning out the first four heavy guns manufactured
there since the War began. But not a gun above
the calibre of three inches reached Russia from abroad
in 1914, and in 1915 Russia had to face the calamities
of that year without any adequate help in heavy
artillery and ammunition, for lack of which her valiant
army was perishing.



CHAPTER XV

WHAT WOULD HAVE HAPPENED HAD
THE ALLIES POOLED THEIR RESOURCES

wHILsST the Russian armies were being shattered and
pounded by the overwhelming artillery of Germany,
Miserly and were unable to put up any defence
attitude of owing to the lack of rifles and ammunition,
army chiefs 1o the French were hoarding their shells as
sutoblies if they were golden francs, and were
pointing with pride to the enormous accumulation
of reserve dumps behind the lines. | recollect a
munition conference in Paris where French generals
flourishedtheir statisticsof accumulated millionswith
all the pride of possesson and of achievement. What
about Britain? When Britain began to manufacture
in earnest, and turned out her hundreds of guns,
great and small, and her hundreds of thousands of
shells of all calibres, the British generals treated
the production as if we were preparing to enter for
some great race or contest where it was essential
that the British equipment should be equal to and
If achievable better than that which had been provided
for any competitor in the field. The military leaders
in both these countries never seemed to have grasped
Western what ought to have been their dominant
generalsrefuse thought—that they were engaged with
oreise Ryssa in a common enterprise where it
possibilities in . .

theeast was vital to the attainment of a common
end that they should pool their resources, and each

470
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of them be put in the best position to contribute his
share to the speedy accomplishment of that aim.
Thejteam spiritJB& S conspicuously absent during the
jfirst years of the War. Each player was thinking
loo much of his own scoring ajid too Uttle of victory
for hisside,j The recognition by the French generals
of the towering fact that Russia had an overwhelming
superiority in men never had any effective practical
outcome, except a constantly expressed demand that
Russia should send a large contingent of these men
to France to aid the French Army in its defence of
French territory, and to save French manhood from
an undue share of the sacrifice which such defence
involved. Quantities of guns, rifles and ammunition
were sent from Britain and France to Russia before
her final collapse, but they were dispatched reluct-
antly ; they were quite inadequate to the need, and
when they reached the hard-pressed armies of Russia,
they came too late to avert the final collapse.

The answer of the French and British generals to
every suggestion for the remunitionment of Russia
was that they had nothing to spare in 1914, 1915 or
1916, and that when they gave anything away to
Russia it was out of their own dire need. That
was a complete answer if fatuous and wasteful efforts
to crash through the formidable German entrench-
ment were the best strategy for either of those years.
Allied Generalship on the Western Front never gave
any weight to the fact that up to the third quarter
of 1916, the Germans had a definite superiority in
heavy guns in the west as well as the east. | am
not sure that they even realised it. They could see
their own guns ; they could not visualise those of the
enemy. And yet their own Intelligence Officers
supplied them with abundant evidence of the Allied
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inferiority inartillery. In 1916 | was shown aFrench
memorandum which gave the compara-

G ;

ar?mne?; tive strength of the German and French
superiority  artillery in the greatest battle of the War
atverdun __the battle,,of Verdun—three months

after it had commenced, when both sdes had brought
up every gun they could spare in the west.

Thefollowing is atranslation of this memorandum,
in which | have, for the convenience of the reader,
rendered the French measurements of calibres into
their equivalents in inches :—

SUB-SECRETARIAT OF STATE 9th July, 1916.
for Artillery and Munitions.

CABINET.

Technical Service.

COMPARATIVE TABLE OF FRENCH AND GERMAN ARTILLERY IN LINE
ON THE VERDUN FRONT.
On the French side.  Average
Subdivisions. On the nemmmggde on 26th betwen 21 February and
20th May, 1916.
X Description of calibres. % Description of calibres.
Very heavy 2 16% in., 15in., 12in. 1 AL GP. (very power-
ful heavy guns*)
Heavy 35 83in., 59in. 13 6 1in., 87 in, 106 in.
Medium 43 4.1in. 19 3%in., 41in., 47 in.
Light 20 3in. 67 29%5in.,31in., 3%in.
TOTAL OF PIECES
IN THE LINE 2,000 1,600

* 5%in., 7%in 9%in., 9%in., 11in., 12in., 14 6 in.

This table shows that the Germans not only
possessed a total numerical superiority of guns on
the Verdun Front, but that they had approximately
740 heavy and very heavy guns against the French
224—or more than three times their equipment of
these powerful weapons. They had more guns and
heavier guns than the French in the west, although
they were engaged in massing all the artillery they
couldsparefor their campaign in the east againstRussia.
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The western generals will point to these figures
as a proof that they could not send a single gun or
shell away from their front to help at any other.
What it does demonstrate is the folly of attempting
with inferior artillery to attack a highly trained army

skilfully entrenched and armed with
Strong Germansyperior weapons. Anyone who has seen
entrenchmentSthe German entrenchments will realise

how formidable an enterprise it was to
capture them. The fortresses of Beaumont Hamel,
Posieres and Thiepval will serve as specimens. They
were excavated deep down under the surface. These
dug-out fortresses were strengthened by iron girders
and concrete so that no shell could hope to penetrate
their well-equipped depths. To shell them was like
bombarding the Catacombs. t)n the other hand,
the German task in attacking the French lines was
equally hopeless. The Allies had considerable
numerical superiority on the Western Front. They
aso could entrench, and they had a sufficient equip-
ment of guns, machine-guns, rifles and grenades to
repel every advance by German troops. That was
the lesson of Verdun.

On the Russian Front there was not the same need
for heavy artillery as on the west. Neither Austrians
nor Germans could dig such a tremendous

Mobilityof ~ line of triplex entrenchments along so
EasternFront vast a front. It was more of a war of
movement. There the soixante-quinze

would have come by its own, provided there were
plenty of ammunition. The millions blazed away
in stubborn and stupid offensives in the west would
have served. Had there been enough heavy artillery
to effect a break in the Austrian lines the lighter and
more mobile guns would have done the rest. And a
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few hundred machine-guns with adequate ammunition
would have completely held up the German advance.
To anyone who had the advantage of perusing the
despatches from our able military representative on
the Eastern Front, or any reliable history

High potential of the 1915 campaign, it must be evident
‘,%‘ggfn armiethat the overwhelming defests sustained
y the Russian Armies were not due to any

inferiority in numbers (the Russians outnumbered
the Germans along the whole line) or to any lack of
courage, endurance or discipline on the part of
Russian soldiers—their undaunted valour under dis-
maying conditions must aways remain a marvel.
Neither were these disasters attributable to lack of
skill on the part of the Russian generals in the field.
By common consent their conduct of the retreat was
at least competent. The enveloping tactics of the
German marshals were thwarted at every turn and
the Russian Armies escaped without any wholesale
loss of equipment. This was due to a combination
of skilful generalship on the part of the leaders and
fine fighting qualities in the men they led. It is
essy to lead into action a well-equipped army hopeful
of victory. It is not so easy to lead broken and
discouraged troops out of a successon of fields where
they have been stricken and stricken again by a
foe whom they know to be much better equipped
than they are. Let us give the Grand Duke Nicholas
and his generals the credit of having achieved this
feat. But why was so gallant an army, so com-
petently led, driven like a herd of cattle across the
plains and marshes of Poland ? The answer is to
be found in the extracts | have given from the reports
of impartial British officers, who witnessed this agony
of brave men who had been deprived by official
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stupidity of the means of defending themselves and
the country for which they were prepared to die.
They were not vanquished by better

M -

W;;;mi)ugh troops—they never had a chance of
munition measuring their quality as fighting-men
shortage with the soldiers who were arrayed

against them. They saw millions of German shells
hurtling through the air in their direction and
bursting into destructive fury amongst them, they
heard the deadly rattle of the machine-guns carried
forward by the advancing Germans, but they rarely
came up against the foe that pelted them at a safe
distance with bullet and shell. Their defences were
shattered by the monster guns of Germany. The
survivors of this bombardment vyere left among the
debris without a shelter to protect them from such a
rain of fire and brimstone as has not fallen on mankind
since the days of Gomorrah. Had they advanced
machine-guns would have mowed them down.
Orderly retreat was their only chance of saving
themselves and their country. Even in retreat hun-
dreds of thousands were destroyed in the open by
the terrible blizzard of shrapnel and high explosive.
Had the Russian artillery been doubled, especially
in the medium and heavy calibres; had there
been an abundant supply of shell for light as well
as heavy; had the Russian posts been defended by
an adequate quota of machine-guns, the German
troops would have encountered the same resistance
on the Eastern Front as they experienced whenever
they attacked in the west, and they could not have
afforded the cumulativelosesinflicted upon themina
series of attacks. On the Austrian Front, where the
quality of the enemy troops was distinctly inferior
for a variety of reasons which | have already given
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—reasons which do not in the least reflect on Austrian
valour—the impetuous onslaught of the Russians
following a sufficient preliminary attack would not
onlv have successfully broken the Austrian lines, but
what a well- that success could have been exploited
equipped and pushed perhaps to the gates of Vienna.
Rusan 2™ The Austrian Armies were a different
accomplished  pProposition from the German. The
German Armies were homogeneous and bore an
equal intensity of hatred against Slav and Gaul. In
a struggle between Teuton and Slav three-fifths of
the Austrian troops had a deeper detestation of their
Teutonic comrades than of their Slavonic foes. The
Russians partly for that reason won comparatively
easy victories against the Austrians, and they were
only unable to take advantage of the victories owing
to lack of ammunition. A well-equipped Russian
army could have crossed the Carpathians, penetrated
through the Hungarian and Austrian plains up to
their Slavonic kinsmen in Croatia or Czecho-Slovakia
and then imperilled the capital of the Empire.
Roumania would, under those conditions, have felt
sae in throwing her 500,000 on the Austrian flank,
and Bulgaria would have known it was better to fight
on the Allied side or to keep out of it altogether.

It may be said that the Germans would then have
come to the rescue of their chief ally. Of course they
would. They would have been bound to do so for
their own preservation. But they could not have
afforded Austria effective assistance without danger-
ously weakening their own Western Front. They
could not have withdrawn any part of their troops
from the Polish Front, as that would have placed in
jeopardy the roads that led to the heart of Prussia,
The battles of Loos, Artois and Champagne, if they
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had been fought at all, would have been fought under
conditions twice as favourable to the French and
BritishArmiesasthosewhichturnedthemintoafutile
massacre of myriads of brave young men. These
gallant fellows were sacrificed on the altar of mis-
guided and antiquated theories which
Fuility of  had already been discredited by repeated
iheweste’n  exposure. The sacrifice was in vain. It
did not liberate France and it failed to
save Russia.  The excuse they put forward after their
failure, for fighting these profligate battles, was that
hard-pressed Russia demanded these attacks in order
to prevent the Germans from increasing their forces
on the Eastern Front. The Germans never arrested
their victorious march for a single hour, because
hundreds of miles to the west the French and British
generals were piling up shell dumps behind the front
and making other elaborate preparations to send their
infantry to be shot down by German machine-guns
in fruitless efforts to break through impregnable
German defences. Each time French and British
generals were sure of victory. Previous experience
ought to have taught them to know better. The best
help we could have given Russia would have been
to send her artillery a portion of the ammunition we
wasted in battles that achieved nothing but the
building up still higher of the ghastly pyramid of
casualties amongst our own troops.
To sum up : Had we sent to Russia half the shells
subsequently wasted in these ill-conceived battles and
one-fifth of the guns that fired them, not
Balkan only would the Russian defeat have been
possibilities  averted, but the Germans would have sus
tained a repulse by the side of which the
capture of a few blood-stained kilometres in France
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would have seemed a mockery. What more ? Austria
would have been crumpled up. Only prompt
transference to the Austrian Front of several divisions
of German infantry and several batteries of German
gunsfrom France could have saved the Dual Monarchy
from utter collapse. Had Russia been victorious,
then Bulgaria would have entered the War on the
Allied side. A Balkan Federation—including Serbia,
Roumania and Greece, and perhaps Bulgaria—on the
south, and an Italian army on thewest, with avictori-
ous Russia on the east marching against a routed and
divided Austria, might have ended the War in 1915.
That may be a sanguine estimate of possibilities. The
certainty is that if the Russian equipment had been
strengthened Austria would, by the end of the 1915
campaign, have been tottering towards her fall.
Germany would have been hard put to it to keep her
troublesome ally from collapsing. By the spring of
1916 Britain, Russia, Italy and the Balkan Confedera-
tion, al now fully equipped (certainly if we had
started manufacturing in time), could have directed
aconvergent attack on Austriawhich would have com-
pleted her disintegration. Anisolated and weakened
Germany would then have had to face the full strength
of France and Britain and would gladly have made
the peace of a foe outmanoeuvred and overwhel med.
Instead of this we left Russia to her fate and we
thereby precipitated the Balkan tragedy, which had
such an influence on the prolongation of the War.
Surveying the position twelve months after we had
My growing €Ntered into the War, | felt that things
dissatisfaction Were going badly for the Allies in the east
with our and in the west. AIll our attacks in
strategy France had turned out to be costly failures,
and | had a conviction, shared to a certain extent by
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Lord Kitchener, that the one in which we were then
engaged would turn out to be a sanguinary defeat for
the Allied cause. The armies of our greatest Ally
were in a position where they hailed a mere escape
from complete destruction as a triumph of strategy.
The bumper harvest of a conquered Poland was
pouring into the depleted granaries of Germany
(whose harvest had failed), thus neutralising our
blockade. In the East we were making no progress
in Mesopotamia, and we were not only held up in
Egypt but welived in daily dread of an invasion of the
Delta by the Turkish forces across the Canal. In
Gallipoli we had suffered defeat after defeat and there
were rumours, which proved to be only too true, that
Serbia was soon to be trampled down under the
ruthless heel of the advancing legions of the Teuton.
My ten weeks at the Ministry of Munitions had driven
home to my consciousness the painful truth that most
of this could have been avoided, had we organised our
resources in time and distributed them wisely. This
prompted me to write the following statement in
September, 1915, as a preface to a collection of my
War appeas published by Messrs. Hodder and
Stoughton. | was anxious to rouse public opinion
from a complacency created by official reports
concocted out of spurious victories. | felt it was
the only way to enforce a change. Reading it

now, 17 years after it was written, when
My one is able to peruse the story of 1914-1915
g}eg‘e%ﬂg%m and to ruminate upon it in the quiet of

one's study, | cannot find any essentia
inaccuracy or exaggeration in the survey which |
then gave of the Allied position.

" After twelve months of war my conviction is
stronger than ever that this country could not have
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kept out of it without imperilling its security and
impairing its honour. We could not have |looked
on cynically with folded arms whilst the country
we had given our word to protect was being
ravaged and trodden by one of our own co-trustees.
If British women and children were being brutally
destroyed on the high sss by German submarines
this nation would have insisted on calling the
infanticide Empire to a stern reckoning. Every-
thing that has happened since the declaration of
Needto W& has demonstrated clearly that a
suppress  Military system so regardless of good faith,
German  of honourable obligations, and of the
militrism ol ementary impulses of humanity, con-
stituted a menace to civilisation of the most sinister
character ; and despite the cost of suppressing it,
the well-being of humanity demands that such a
system should be challenged and destroyed. The
fact that events have aso shown that the might
of this military clique has exceeded the gloomiest
prognostications provides an additional argument
for its destruction. The greater the might the
darker the menace.

Nor have the untoward incidents of the War
weakened my faith in ultimate victory—always
provided that the allied nations put forth

the whole of their strength ere it is too
Vicory  late. Anything less must lead to defeat.
possble  The Allied countries have an overwhelm-

ing preponderance in the raw material
that goes to the making and equipment of armies,
whether in men, money, or accessble metals and
machinery. But this material has to be mobilised
and utilised. It would be idle to pretend that the
first twelve months of the War have seen this task



WHAT WOULD HAVE HAPPENED 481

accomplished satisfactorily. Had the Allies realised
in time the full strength of their redoubtable and
resourceful foes—nay, what is more, had they
realised their own strength and resources, and taken
prompt action to organise them, to-day we should
have witnessed the triumphant spectacle of their
guns pouring out a stream of shot and shell which
would have deluged the German trenches with fire
and scorched the German legions back across their
own frontiers.

What is the actual position? It isthoroughly
well known to the Germans, and anyone in any
land, belligerent or neutral, who reads intelligently
the military news must by now have a comprehen-
sion of it. With the resources of Great Britain,
Central France, Russia—yea, of the whole
Powersoverindustrial world—at the disposal of the
whelmingly Allies, it is obvious that the Central
superiorat powers have still an overwhelming super-
present iority in all the material and equipment
of war. The result of this deplorable fact is exactly
what might have been foreseen. The iron heel of
Germany has sunk deeper than ever into French and
Belgian soil. Polandisentirely German. Lithuania
is rapidly following. Russian fortresses, deemed
impregnable, are falling like sand castles before the
resistless tide of Teutonic invasion. When will that
tide recede? When will it be stemmed ? As soon
as the Allies are supplied with abundance of war
material.

Thatis why | amrecalling these unpleasant facts,
because | wish to stir my countrymen to put forth
their strength to amend the situation. To dwell on
such events is the most disagreeable task which can
fall to the lot of a public man. For all that, the
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public man who either shirks these facts himself, or
does not do his best to force others to face them
until they are redressed, is guilty of high treason to
the State which he has sworn to serve.
There has been agreat awakeninginall the Allied
countries, and prodigious efforts are being put forth
to equip the armies in the field. | know
Needfor \hat we are doing, our exertions are
ﬁ(')"rﬁgtr% undoubtedly immense. But can we do
more, either in men or material ? Nothing
but our best and utmost can pull us through. Are
we now straining every nerve to make up for lost
time? Arewe getting all the men we shall want to
put into the fighting line next year to enable us even
to hold our own ? Does every man who can help,
whether by fighting or by providing material,
understand clearly that ruin awaits remissness ?
How many people in this country fully apprehend
the full significance of the Russian retreat ? For
over twelve months Russia has, in spite of deficiencies
in equipment, absorbed the energies of half the
German and four-fifths of the Austrian forces. Is
it realised that Russia has for the time being made
her contribution—and what an heroic contributionit
is 1—to the struggle for European freedom, and that
we cannot for many months to come expect the
same active help from the Russian Armies that we
have hitherto received ? Who is to take the Russian
placein thefight while those armies are re-equipping?
Who is to bear the weight which has hitherto fallen
on Russian shoulders ? France cannot be expected
to sustain much heavier burdens than those which
she now bears with a quiet courage that has aston-
ished and moved the world. Italy is putting her
strength into the fight. What could she do more ?



WHAT WOULD HAVE HAPPENED 483

Thereis only Britain left. Is Britain prepared to
fill up the great gap that will be created
Britain's when Russia has retired to re-arm? Is
task she fully prepared to cope with all the
possibilities of the next few months—in
the west, without forgetting the east? Upon the
answer which Government, employers, workmen,
financiers, young men who can bear arms, women
who can work in factories—in fact, the whole
people of this great land—give to this question, will
depend the liberties of Europe for many a generation.
A shrewd and sagacious observer told me the
other day that in hisjudgment the course pursued
by this country during the next three
Munitions months would decide the fate of the War.
problemthe ; ;
crucialissue f We are not allowed to equip our factories
and workshops with adequate labour to
supply our armies, because we must not transgress
regulations applicable to normal conditions; if
practices are maintained which restrict the output
of essential war material ; if the nation hesitates,
when the need is clear, to take the necessary steps
to call forth its manhood to defend honour and
existence ; ifvital decisions are postponed until too
late ; if we neglect to make ready for all probable
eventualities ; if, in fact, we give ground for the
accusation that we are slouching into disaster as if
we were walking along the ordinary paths of peace
without an enemy in sight; then | can see no hope ;
but if we sacrifice all we own, and all we like for
our native land ; if our preparations are charac-
terised by grip, resolution, and a prompt readiness
in every sphere, then victory is assured.”



CHAPTER XVI

THE FUTILE ALLIED OFFENSIVES ON THE
WESTERN FRONT

wHILsT the Germans were engaged in these tremen-
dous operations to rout and wreck the great armies of

Russia, the military authoritiesin France,
Playing the  Britain and Italy could think of no more
enemy'sgame  effective means of coming to their aid

than to hurl great mases of their troops
against impregnable positions in France, Flanders,
and the Austrian Alps. No decision on the part of
their enemies could have suited the Central Powers
better than this course, pursued with an obstinate and
s#nsHess determination which sacrificed the flower of
the Allied armies in vain efforts to break through
defences bristling with cannon and machine-guns, and
with two or three equally powerful positions to fall
back upon in the event of the first being carried. The
Allies at the same time pursued in listless and ineffec-
tive fashion, with inadequate troops, inefficiently

equipped, and always timed to arrive too
Fesblenessin late, their efforts to capture Gallipoli.
theeast Had they spared in time one-fifth of the

soldiers sacrificed in these futile attempts
in France to reinforce the Dardanelles Expedition,
Gallipoli could have been captured with comparative

484
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cae. We encountered defeat after defeat in that
quarter, each defeat being a telling blow which
resounded throughout the Balkans where Bulgaria
and Roumania were watching the turn of events.
As the collapse of Russia became more and more
complete, as our failure to force the Dardanelles was
becoming more and more evident, the fight of our
friends in Bulgaria became fainter and feebler, the
pro-German party in military circles at Sofia became
more buoyant and insistent, the wily Bulgarian
Monarch thought he saw more clearly on which side
his bread was buttered, and the brave Serbian Army
behind the Danube became more and more despon-
dent. They saw now the approaching doom of their
isolated country.

The infatuation of a break-through which haunted
the western generals like a disease of the mind still

prompted them to organise another and,
t?]oum? about  3s they thought, overwhelming attack on
ot | the German entrenchments.  This was

timed to take place in September, 1915.
After the decision had been taken, a lingering doubt
sams to have entered Lord Kitchener's mind as to
the wisdom of such a proceeding.

According to the " Official History of the War,"
published under the auspices of the War Office, the
British Military Authorities, after the Boulogne
Munitions Conference in June, seem to have under-
taken for the first time a careful survey of the equip-
ment of the armies on the Western Front—French,
British and German—more especially in heavy guns
and ammunition. They discovered what they ought
to have ascertained and provided against in Sep-
tember, 1914—that the German proportion of heavy
artillery was twice that of the Allies and that the
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German shell production per day was aso double
that of France and Britain together and that :—

" Taking these several important factors into
consideration, the British Military Authorities
View of the®"ived® the conclusion that an offensive
British ~ on the Western Front, if it was to have a
military  reasonable chance of success, would have
authorities o pe delivered on a continuous front of
twenty-five miles, by a force of not less than thirty-
six divisions, supported by 1,150 heavy guns and
howitzers and the normal complement of field
artillery. They maintained that this quantity of
guns and the necessary ammunition could not be
provided before the spring of 1916, and that until
then it was preferable, whatever the general situa-
tion, to remain on the active defensive in the
western theatre of war."

This sensible conclusion was not conveyed by the
generals to their respective Governments in time to

influence a decision. | have no recollection that
cabinet not Lord Kitchener ever communicated to the
informed till  Cabinet or the War Council the resolution

too late now revealed by the Official History.

It was not good for civilians to be told that events
had proved them to be right and the military wrong.
But Lord Kitchener did at last inform the Cabinet
that he was opposed to the autumn offensive which
General Joffre contemplated launching in September,
and in which the latter was anxious that the British
Army should participate by an attack on the German
right. Sir John French was fully alive to the draw-
backs and dangers of the proposed operation, and |
believe that at first Sir Douglas Haig shared his
opinion. These risks of the proposed operation were
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Facsimile of a note passed by Lord Carson (then Sir Edward
Carson) to Mr. Lloyd George, during a Cabinet meeting, in
September, 1915.
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pointed out with great force by members of the
Cabinet, including the Prime Minister. Nevertheless,
the Cabinet as a whole (there were at least two ex-
ceptions) adopted Lord Kitchener's view that we had
no option in the matter but to fall in with the plan to
which the French Commander-in-Chief so stubbornly
and stupidly adhered. In consequence of this weak
decision the great autumn offensive was undertaken.
The Allied armies were badly beaten with terrible
casualties. Our new armies entered into action for
the first time and fought with conspicuous valour,
and tens of thousands of them fell in the futile carnage
of the Loos offensive.

On the eve of this offensive Lord Kitchener was
authorised to visit France in order to persuade General
Failure of Lord Jo_ffr_e to postpone the attack, but his
Kitchene's ~ Mission was a failure. He reported that
missiontopost-" General Joffre was quite determined
ponecffensve  hath on political and military grounds
(the main element in the former being the situation
in Russia) to take the offensive without delay and on
a considerable scae. Sir John French agreed with
the French Commander-in-Chief as to the urgency of
the step from the military point of view." Lord
Kitchener, though far from sanguine that any sub-
stantial military advantage would be achieved, was
strongly of opinion that we could not without serious
and perhaps fatal injury to the Alliance refuse the
co-operation which Joffre expected.

Even after the failure of this last ill-judged offensive

of the 1915 campaign had become quite
Long drawn- €vident to any sane observer, General
out carnage  Joffre persisted for weeks in attack after
attack. When he became convinced that
further efforts were fruitless except to add to the
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already appalling casualty list, he intimated to his
Government that he had no intention of persevering
with hisplan that year. Accordingly he said he would
be prepared to asss in carrying out the project
which had been urged upon him by the ablest mem-
bers of the French Government for sending a force to
Salonika to help Serbia. Before General Joffre was
convinced by lacerating facts that his offensive had
failed, the lossss in the Champagne attack were three
times those in the Dardanelles. Millions of shells
were also wasted—210,000,000 in all, including French
and British. Half of the men who fell in these
criminal attacks would either have stormed Gallipoli
or, had they been sent to Salonika, would have enabled
Serbia to throw the invading army into the Danube.
Onethird of the shells would have averted the Russian
retreat.



CHAPTER  XVII
THE SERBIAN TRAGEDY

WHILST the billy-goat tactics, of western generals in
butting away" tne strength of their armies against
unbreakable walls was proceeding in a successon of
sickening thuds, what was happening to the Allies
on the Eastern and South-Eastern Fronts ? | have

told the story of how the might of Russia
Rumoursof  was broken through lack of equipment.
&aﬂ)?gto What about Serbia? Ominous warnings

came from Sofia, Bucharest, Athens and
Nish in the summer of 1915 that Austriawas gathering
a great force in the valleys that pointed towards the
Danube. Later on we heard that German troops
were arriving in great numbers. It was known that
Bulgaria had practically decided to throw in her lot
with the Central Powers and join them in the attack
on her neighbour.

The sinister effect of the Russian disaster was soon
felt in the changed attitude of Bulgaria. About the
Effectof fal  third week in August, 1915, when what
of Kovnoon Was supposed to be the impregnable
Bulgarian  fortress of Kovno fell before the German
attitude guns and the Russian armies were still
being driven daily league after league towards
Petrograd, a message reached the British Foreign
Office from its representative at Sofia warning us
that " the capture of Kovno had made a deep

489
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impression on the governing and military circles at the
Bulgarian capital and had given rise to anticipation
of a crushing disaster to Russian arms." He further
warned us " that the elements most favourable to us
had, during the last few days, become so impressed
with Germany's military strength that they would
hesitate to take the course which would expose
Bulgaria to a German attack/> A few weeks later
the crafty Ferdinand, who had been crouching behind
a complacent Ministry until he found which belli-
gerent alliance was the highest bidder and the likeliest
winner, thought the time had come to throw in his
lot openly with Germany and Austria. |f the blow
fell upon Serbia it was not for lack of timely infor-
mation as to what fate was being prepared for her
by the Central Powers. Late in September there
percolated through the news that the Austrians were
massing troops in the valleys that ran toward the
Danube and that several German divisions had already
arrived to reinforce them. There would be no doubt
as to the intention and imminence of their movements.

The probability of a German-Austrian attack on
Serbia was alluded to in the Press and was even
discussed in the House of Commons about the end of
September, 1915. When the matter was raised in
Parliament, Sir Edward Grey made a statement to
the House in the following terms :—

" 1f, on the other hand, the Bulgarian mobili-
sation were to result in Bulgaria assuming an
_ aggressive attitude on the side of our
Slég-G{efs enemies, we are prepared to give to our friends
%erb?g © in the Balkans all the support in our power, in
the manner that would be the most welcome to

them, in concert with our Allies, without reserve and
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without qualification. We are, of course, in consultation
with our Alliesonthesituation, and | believetheview that
| expressistheirsalso”

As Sir Edward Carson subsequently said, after the
blow had fallen :—

" That was one of the most important declarations
that could be made in this House. | believed it,
sr Eawarg When | was a party to it, to be the policy
cason's Of His Majesty's Government, but |
subsequent pelieved more. | believed that our
comment  military advisersnever would have allowed
us to make that declaration unless we had actual
preparations and plans which were ready when the
moment came to enable us to strike and assst our
gallant little Ally in the field of battle."

The Grey declaration satisfied an anxious House of
Commons. It was hailed with delight throughout
Serbia as a promise that her powerful friends in the
west would come to her rescue if any evil befell her,
and, of course, come in time to save her. The
Germans had a better understanding of the value of
Allied pledges than either Parliament or the Serbian
people. They never faltered or halted in their march.
Germans The German military leaders had come
wecomeour  tO the conclusion that there was nothing
western to apprehend from the attack which was
offensive being carefully engineered on the Western
Front. In fact, they welcomed it. They knew their
General Joffre, and they felt that whilst his mind was
concentrated on his plans in Champagne he had none
left for any other theatre of war. The Allied generas
were preparing a smoke screen, not to conceal
their own designs—those were visible from any
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aeroplane—but to hide from their own vision those of
the Central Powers lest the spectacle should induce the
Allied statesmen to divert their forces from the pursuit
of the impracticable. The western offensive began
on 25th September. In two days it was obvious
to any intelligent observer that the French had
failed in their main purpose of breaking through
the German lines and that the British attack had
equally failed at Loos. The Germans knew it, and
continued to pour division after division into the
Danubian basin. General Joffre, however, persisted
in hurling troops against German entrenchments
only to discover after he had captured them what he
knew before, that there was an equally formidable
position a few hundred yards behind. Still he
persevered week after week, making no perceptible
indent in this successon of entrenchments. There
was nothing new in this. Every soldier in France
could have told him in advance what he had redis-

covered with a loss of scores of thousands
Sr. William  of precious lives. Sir William Robertson,
t'T]Ob.e”SO”S in @ memorandum he issued about that

eSS . . "

time, sad: " We know perfectly well
there is no insuperable difficulty in breaking through
the first-line defence. It has been done severa times
in this theatre during the summer. It is the second
and third lines which give the trouble.” These lines
were never reached, or at least were not retained.
Whilst this was going on, the western generals, heed-
less of the pitiful appeals of the Serbian people watch-
ing the fall of the avalanche towards their home,
continued to waste valuable time on a hopeless task in
France. Once engaged on it, the French and British
generals found it difficult to extricate their armies
without further hard struggling. They threw all their
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reserves into the cruel German trap with its teeth of
steel that pierced and crushed flesh and blood with a
relentless grip.

On 7th October, the Germans and Austrians
crossed the Danube at five different points. A
telegram announcing that fact reached here the same
day. As | shall point out later on, Lord Kitchener

did not se that telegram until the

Attack following day, and when a War Council
Qunched o met to discuss the military position on the

8th he was not aware that the armies of
the Central Powers had already invaded Serbia.
When at last he heard of it and communicated the
news to the Cabinet, it was decided that he should
go over to France to confer with General Joffre on
the new situation which had arisen in the east.  They
discussed the sending of French and British troops
to help the hard-pressed Serbs. On 9th October,
General Joffre submitted to Lord Kitchener a
memorandum, which is summarised as follows :—

" The reasons for the intervention of the Allies
in the Balkans are :—

The necessity to check German projects in the
new theatre of operations which they
JC;??;&S" have now commenced, and the moral
hotes obligation not to leave our Ally Serbia
alone to bear the brunt of our common

enemies.

The initiative of the operations in the Balkans
belongs to our adversaries and they are capable of
keeping a numerical superiority whatever we do.
There can, therefore, be no question of our engaging
in a general action which would offer no chances
of success,
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Our role should be to prevent the crushing of the
Serbs, to ensure their communication with the
seg, and eventually to secure a zone of retreat.
Also we should thus bar the way to the Germans
from access to Salonika.

He considers therefore :(—

i. That the mission of the troops should be
to hold Salonika strongly as a base for the French,
English and Serbian Armies.

2. To cover and hold the railway line between
Salonika and Uskub in order to ensure our
communication with the Serbian Army and the
supplies of that army.

3. To cover the right of the Serbian Army,
preventing any attempt of the enemy on Central
Serbia.

To attain these objects a force of 150,000 men,
which is more than the Bulgarians can put in the
field on this side, appears sufficient.

In case events such as, for example, a new
distribution of Greek and Roumanian forces, lead
the Allies to take a different attitude, and to
increase later the amount of their effort, General
Joffre dtates that France, having a limited number
of men at her disposal, cannot take part in such
an effort, the responsibility for which would fall
entirely on the British Government.

General Joffre strongly advocates that the Italian
Government should be urged at first to send forces
to Salonika and eventually to open the road to
Serbia via Durazzo."

This document contains proposals so like those |
had repeatedly pressed on the Cabinet that | feel
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entitled to call attention to the similarity. The only
difference is one of date—a fatal divergence.

If the document had been penned three—even two
—months earlier and acted upon immediately, the
Balkans would not have fallen into German hands and
Lord Kitchener's prediction of victory in 1917 would
have been realised. It was now too late to avert
disaster, and this was obvious to anyone who could
se beyond the trenches in front of him. General
Joffre was not gifted with such vision.

This report was discussed at a full meeting of what
was still known as the Dardanelles Committee on

lith October. Themilitary advice given
Troopsfor — to that Gpmmittee was that no troops
ﬁre‘]‘?uggéka“s should be sent to the Mediterranean, either

to the Dardanelles or to Salonika, until the
offensive in France had been brought to a conclusion.
Both Sir Douglas Haig and General Joffre had stated
that their object was " to gain further ground in order
to consolidate what we had already won." In their
judgment " our position was such that in certain
sections we had either to go forward or to go back."
More Sir William Robertson thought that " to
ineffectual  do thiswould entail aconsiderable amount
ﬁggd%ﬁ%und of fighting generally in the neighbourhood
LooS of Loos." When asked whether, if the
result of this contemplated action were favourable,
it would lead to any modification of the strategic
position, he admitted " it would not, unless General
Joffre was aso able to supply pressure and make
progress in Champagne." We were given to under-
stand that General Joffre had practically come to
the conclusion already that the general offensive
must be postponed for three months. The great
offensive was an admitted failure. All the same, the
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French Commander-in-Chief declared he could not
send any troops away from France until he knew
definitely whether the Germans contemplated a
counter offensive.  Of that he could not be certain
for another fortnight. That meant, according to
Sir William Robertson, that no troops could be moved,
either British or French, from the battle area for
another two or three weeks. Whilst this discussion
was taking place the Germans and Austrians were
advancing in Serbian territory (they had already
marched onward for four days) and the Bulgarians
on that very day were hurling 300,000 men across
the lines of communication between Serbia and
Salonika. What strategy ! What generals !  What
statesmen to tolerate either !

The military experts were pressed for information
as to the date when they could be in a position to
spare troops from France. There was a good deal
of desultory and confusing talk on this point as to
what ought to be the destination of these troops,

assuming they could be spared. Some
Frenchdistrust g ggested that they should be dispatched
Sfergﬁﬁgand'es to the Dardanelles to reinforce the army

in Gallipoli, to enable it to make another
attack on the Turkish positions in that Peninsula
The French were opposed to this plan unless at the
same time an army was landed to occupy the Asiatic
shore. They were strongly of opinion that the mere
capture of Gallipoli, and the forcing of the Narrows
would only entice the Allied fleetsinto atrap, which
would be closed as soon as they entered the Marmora.
The Allied fleets would there have no means of
replenishing their fuel supplies, and would soon be
reduced to impotence. They ought to have thought
of that before agreeing to the Gallipoli Expedition.
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Others, notably Mr. Bonar Law and Sir Edward
Carson, were for landing the troops at Salonika and
pushing along immediately to the help of Serbia
The Chief of the Staff objected that the Salonika
railway was not equipped with the necessary means
Noimprove-  Of transport to enable the Allies to carry
g‘aen“t ”S?Ide'” any considerable body of troops even as
aaline i far as Uskub. That reveded the fact
Balkans that although the War Committee had
decided in January last to take immediate steps to
double the line where feasible, to construct sidings,
and to increase the rolling stock, nothing had been
done to carry out that order. | supported the view
urged so strongly by Mr. Bonar Law and Sir Edward
Carson. | supplemented this with a suggestion that
we should immediately communicate with the Greeks
and the Roumanians, pledging the Allies to send
250,000 troops without delay to Salonika, if they on
their part were prepared tojoin in a combined effort
to rescue Serbia. | pointed out that the Roumanians
could put 400,000 men in the field, and the Greeks
at least 200,000, which with our 250,000 would make
an aggregate of 850,000 ; that with such a force
Bulgaria could be neutralised, or if she intervened
could be crushed ; and that at any rate it would
enable the Serbians to hold their own against the
attack which was being made upon them. Lord

Curzon and others thought it was too
Achaosof  |ate to send any support, and that we had
g%ﬂ%s better utilise our troops as reinforcements

for the Gallipoli expeditionary force with
aview to making afresh attack on the Turks. Others
suggested a landing at Alexandretta, and others that
we should dispatch our forces to Egypt without
prejudice to their ultimate destination or action, and

voL.1 FF
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for this purpose neither Alexandretta nor Salonika,
nor the Adriatic side of the Straits would be ruled
out. Meanwhile some distinguished general officer
should be sent out to the Mediterranean to survey
the situation, report upon it, and advise as to the
best course to be adopted.

A " too-late " council is necessarily desperate and
distracted. The conclusions of this distracted council
were an embodiment of its despair. They were as
follows :—

" 1. Immediate instructions to be given for the
dispatch, so soon as the present operations are over, of
Conclusions " adequate substantial force from France
of to Egypt without prejudice to its ultimate
Dardanelles destination, transport for which is to be
Committee prenared by the Admiralty.

2. A specially selected general to proceed with-
out delay to the Near East and to consider and
report as to which particular sphere, and with
what particular objective, we should direct our
attention.

3. The General Staff, War Office, to state in
what way their views given in their Appreciation
of the 9th October would be modified if both
Greece and Roumania were to act with the Allies.”

These conclusions meant the practical abandonment
of Serbia to her doom. The combined armies of
Germany, Austria and Bulgaria had no difficulty
in sweeping the depleted, outnumbered and ill-
equipped army of Serbia out of the way, capturing
the Balkans and clearing the road to Constantinople.

In the meantime it was decided to send General
Monro to the Mediterranean. On 3lst October he
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recommended the evacuation of the Gallipoli Penin-
sula. At the first meeting of the new War Committee

on 3rd November (to which | shall refer
k‘.’trdh later on) it was decided to send Lord
gééggg Kitchener to view the situation for him-

«f. Their decision was not dictated
solely by military considerations. Lord Kitchener's
influence in the Cabinet was not what it had been
in the first year of the War. It had waned very
rapidly in recent months. In 1914 he was practically
military dictator and his decisions upon any questions
affecting the War were final. The Members of the
Cabinet were frankly intimidated by his presence
because of his repute-, and his enormous influence
amongst all cdasses of the people outside. A word
from him was decisive and no one dared to challenge
it at a Cabinet meeting. | think | may say | was
the first to do so on munitions and on subsidiary
questions like the Welsh Division and the appointment
of Nonconformist chaplains. But my colleagues
regarded my intervention on these questions with a
certain amount of uneasiness approaching dismay.
Gradually one mistake after another committed by

the military, for which he was held
Dedline of ~ responsible as the Supreme War Lord,
;‘gg&“s lowered his prestige and weakened his

influence ; and there was a very general
feeling that his usefulness had been exhausted. This
feeling subsequently found practical expression in
the appointment of Sir William Robertson, as Chief
of the Imperial General Staff, with exceptional
powers all carved out of Lord Kitchener's authority.
On this occasion there was a mute hope that once
Lord Kitchener went to the Mediterranean, and
especialy if he returned to Egypt, the sphere of his
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greatest triumphs, he might find it worth while to
remain there to direct the great forces accumulated
in the western Mediterranean, in Egypt, Gallipoli,
and either Salonika or Alexandretta. When the
appointment was made, a member of the Cabinet
pushed a note to me on which was written :
" Malbrouck s*en va fen guerre. But will he return?"
| was much disturbed about the abandonment of
Serbia and the gross neglect to take the most obvious
precautions to avert it. On 12th

My memor- October | circulated the following

andumof \yomorandum on the position to m

12310015 P y
colleagues :(—

" The helplessness of four great Powers to save
from destruction one little country after another
that relied on their protection is one of the most
pitiable spectacles of this War.

The appreciation of the existing situation in the
Balkans circulated by the General Staff is a dis-
tressing document ! It might all be compressed
into two words : Too late! It might easily have
Advantages been foreseen that a march through
toGermany Serbia into Bulgaria would be one of
of a Balkan the most obvious and profitable of moves
SUCCESS for the German General Staff to con-
template, by connecting up their railway system
with Turkey :—

1. They could aim a most direct and effective
blow—in fact, the only direct and effective
blow they could possibly aim—at the British
Empire.

2. They could have at their disposa a reserve
of two or three millions of men of the best
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fighting quality added to their own reserves, and
thus more than redress in their favour the
balance in the war of attrition which is now
proceeding.

3. They could have a fair chance of destroying
a great British force which is holding on by
tooth and claw to arim of the Gallipoli Peninsula

4. They could strike a ringing blow at our
prestige in the east.

5. They could render perfectly nugatory our
sea-power in so far as South-Eastern Europe
and a large part of Asia are concerned.

6. By the process of equipping the Turks and
ultimately perhaps the Persians and Afghans,
they could force us in 1916 to divert large masses
of troops from the main theatre of operations in
France to defend our own possessons in Egypt
and in the Far East.

7. They could, by the same means, divert a
large number of Russians to defend their frontiers
in the Caucasus and their interests in Persia.

8. All this they could achieve by overcoming
the resistance of an ill-equipped army of 300,000
Serbians, a considerable portion of these having
their attention engaged by the prospect of a
hostile Bulgarian army attacking them from
behind. Not a very formidable proposition for
the military power that has rolled up the great
armies of Russia, whilst, at the same time,
holding in check the combined forces of France
and Britain ! It was therefore obvious even to
the civilian mind that it was too tempting a
project for the Germans not to seize upon.

There were two or three reasons why it was clear
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that they could not postpone putting this project
Reasons into execution :— N
compelling i. The Turkish ammunition was
prompt German gradually being exhausted, and Tur-
action key could not have sustained a series
of attacks such as those we had been making on
the Gallipoli Peninsula much longer without
having her store of ammunition replenished.

2. The winter was coming on, when Serbian
roads and passes would be very difficult to
negotiate.

3. This year the Germans have an undoubted
superiority over the Allies in :—

(@) Material of war ;
(b) Equipped and trained men.

Next year the position will be equalised in both
respects. 1t would not be like the Germans if they
did not take full advantage of their temporary
superiority.

It is, of course, easy to be wise after the event,
but these are considerations which have been
repeatedly urged during the past few months at
the War Council and Cabinet meetings. | have
often braved my colleagues by the frequency with
which | have called attention to them. | circulated
two papers calling attention to the possibilities in
the Near East as far back as December and
I ncomprehens- February last. It perplexes the mere
ible blindness  Civilian to find any explanation for the
of the military neglect of the military authorities to
authorities  proyjde against so disastrous a blow to
our Empire, when it was so clear to any careful
observer that it was impending. It is incredible
that the fifth day after the blow had actually
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fallen finds us without a plan—unless the sending
of some general—not yet fixed upon—to the
eastern Mediterranean to scout for a scheme of
operations can be called a plan. The Cabinet
may depend upon it that when it becomes clear
to the British public that we have been taken by
surprise and that we have not made the slightest
preparation to counter the German thrust, con-
fidence will vanish in our capacity to conduct the
War, and rightly so.
It may be asked : What would you do now ?
The question is not who is to blame, but how
are we to st it right? | am not at all
Howare  gra that they are not more or less the
we to set X g ,
itright? same questions.  This is a matter which
| propose to return to later on, because
| think it is essential. We have been let down so
often that it is criminal folly on our part to depend
any longer for the safety of the Empire on our
present military organisation. But dealing merely
with the Balkan tangle, | think even now we ought
to make one great effort to save Serbia. There
are two reasons for doing so. The first
fgﬁ?;‘;for is that the abandonment of Serbia to her
Serbia fate would be fatal to the prestige of
Great Britain among the Allies and
throughout the world. The hostility of Bulgaria and
the neutrality of Greece and Roumania are attribut-
able to the conviction which has permeated all
neutral countries that Germany is irresistible and
that we are impotent to protect nations which have
incurred her wrath. Our complete failure to pro-
tect Belgium started this idea. Our inability to
give effective support to Russia has confirmed it :
and the abandonment of Serbia to her doom will
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root it deeper than ever in the mind of the world.
The effect in the east will be incalculable.

The second reason is that Serbia now provides
the only barrier between us and the military
reconstruction of a great hostile Moslem Power,
which would be amenace to Egypt, Tripoli, Tunis,
Algiers and Morocco, and aso to our hold on
India. Surely the averting of such a catastrophe
is worth one great final effort ? Is such an effort
beyond our compass ?

The General Staff reckon that the German and
Austrian armies engaged in the operations aggregate

200,000 men ; that the Bulgarians number
Man-power - 300,000. We have, therefore, a total force
sueinthe of 500,000 to cope with in the Balkans.

It is dso, | understand, the reckoning of
the General Staff that unless the Germans withdraw
troops either from Russia or from France they
cannot materially increase the strength of their
armies in the Balkans. Serbia has an army of
300,000 men, very brave, very ably led. Their
defeat of the Austrians last year demonstrated these
two facts. They are fighting in a country they
thoroughly understand, and they are fighting with
all the ferocity with which a small mountain race
aways defend their native land. In numbers,
therefore, the combined Bulgarian and Teutonic
forces only overtop the Serbians alone by 200,000
men. Is it quite out of the question to make up
this deficiency when so much depends on it for the
Need 1o Allies? Could not Roumania and Greece
mobilise D& persuaded or pressed to come in even
Roumania now ? Mere appeas to their sense of
andGreece  honour and their treaty obligations will
not affect them in the least. They are naturally
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thinking about the security of their own countries,
and they are paralysed by the German power and
our impotence. It must be shown to them that
we are quite capable of giving them all the necessary
military support to protect them and enable them
to carry through their undertaking. Why should
we not promise them support, provided they come
to the aid of Serbia immediately ? They have
men and equipment quite adequate to the con-
ducting of a three months' campaign. Roumania,
Serbia and Greece between them could put nearly
amillion meninto thefield, as against the Germano-
Bulgarian combination of halfa million.  We could
hold the Turkish forces in Gallipoli so as to prevent
Turkey from sending any considerable reinforce-
ments to the aid of the Bulgarians. Turkey has
plenty of men available, but until the Germans
arrive in Constantinople she has not the necessary
munitions to equip fresh armies. If we said to
the Greeks and the Roumanians that if they took
the field immediately we could place at their
disposal straight away 30,000 men who have already
landed at Salonika, and that in a month's time
we would guarantee that those 30,000 would be
100,000 ; that in two months' time the 100,000
would become 150,000 ; and that by the end of
the year we could undertake to have at least
250,000 men operating the Balkans; that in
addition to that we could help them with ammu-
nition—a promise which France and ourselves

could afford to give if we dropped the
Postpone the offensive in the west—their whole attitude
western would be changed. In addition to this
offensve \ve could undertake, with the aid of Italy,
to furnish the Russians with 500,000 rifles, thus
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enabling Russia to place another three-quarters of
a million men in the line. If this were done,
Roumania would feel herself secure from any
Austro-German attack asthe Austro-German armies
would have as much as they could possibly do to
hold their own against the increased pressure
of the Russian armies. Russia might, under
those circumstances, even promise definitely to
detach 100,000 men to asss the Roumanians
against any attack which might be made upon
them.

The situation is desperate, and nothing but
prompt, courageous, and even daring action can
retrieve it. What risks do we run by making this
promise?

1. We should have definitely to postpone the
offensive in the west. When it has failed now,
after the most prolonged and careful preparation,
why should it be assumed that it will succeed
three months hence ? The French and ourselves
will not be appreciably better off in the matter
of big guns—not until the late spring of next
year. We have already |lost—French and British
—between 500,000 and 600,000 men in the two
great attempts made since May last to pierce
the German line. To ignore the costly lesson
thus given us and to make another effort of the
same kind without adequate equipment of heavy
guns and ammunition would be wantonly to
throw away the lives of the very fine body of
men who have volunteered for the new
armies.

2. We might fail to redeem our promise to
the Roumanians and Greeks. The French have



THE SERBIAN TRAGEDY 507

promised 64,000 men when the offensive is over.
| am not sure whether those 64,000 include the
15,000 French troops already landed at Salonika.
But let us assume that they do. | understand
that there are considerable drafts on their way
to the Dardanelles. These might be safely
diverted to Salonika so long as the Turks on
the Gallipoli Peninsula are cut off from the fresh
supplies of ammunition they are hoping to get
from the Germans. That would bring our forces

at Salonika up to about 100,000 men.*
msm;ndto We should have to find the remaining
Salonika 150,000. | understand that on the

Western Front the French claim that with
our army they have a superiority of very nearly
1,000,000 over the Germans. If even 400,000
men were taken away from the west our
superiority would still be overwhelming. The
Germans have aready demonstrated clearly
that a superiority of three to two does not enable
the offensive to break through a well-entrenched
line. Why, then, should it be supposed that
when the Germans are in inferior numbers they
could break through our lines? Are the French
soldiers and ours so inferior in quality to the
German Landsturm?

If the Germans brought half a million from the
east they would still bein aslight minority in the
west. With the increased pressure the Russians
could bring to bear by means of the reinforce-
ments we had enabled them to equip and put

French. ... . ... . . 64,000
British withdrawn from Gallipoli plus drafts, about. . . . . 35»000

99,000
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into thefield, the Germans, so far from beingin a
position to withdraw troops from the east,
might have to draw heavily on their reserves in
order to hold their own on that frontier.

3. The risk that we could not furnish the
500,000 rifles for Russia. Why not? Our
Provige AMerican rifles will be coming in shortly,
Russa and we could, for the sake of a great
with  effort to save a desperate situation, spare
rifles 150,000 rifles to equip 200,000 Russians
who are ready in every other respect for the field.
The temporary risks we might have to face by
parting with the rifles are not comparable with
those we run if nothing effective is done to save
the situation in the Balkans. The Italians must
be financed to part with their 300,000 Vitalis,
and the French would surely spare 50,000 rifles
to help the Allied cause out of the worst plight
it has yet been in.

| earnestly press that the offer should be definitely
made to Russia and Greece without loss of time.
If Greece shows any reluctance to come in, the
appeal to her might take the form of a demand
that she should redeem her treaty obligations to
Serbia. We are in this War to enforce international
treaties, and a demand of that kind could not be
interpreted as the bullying of a small nationality
when we are actually engaged in a war with the
greatest military power in the world on the
same ground. Greece is aways at the mercy of
a great Sea Power. Germany cannot protect
her against us, and | have information from
reliable Greek sources that this line would have
much greater effect upon the King of Greece



THE SERBIAN TRAGEDY 509

than an appeal to his honour to redeem his bond
to Serbia.

The notion that we are satisfying the needs of
this critical situation by making another attack
Follyof ©ontheGallipoli Peninsulais, to my mind,
pursiingthe@n insane one. We have failed repeatedly
Dardanelleswhen the Turks were short of ammunition.
venture  Are we now to succeed when they are
reinforced with German heavy guns and abundance
of ammunition? It is by no means improbable
that the Turks, thus re-equipped, mightdriveusinto
the sea before reinforcements ever reached our
army onthat Peninsula. Thisprobability isindicated
in clear terms in Colohel Hankey's report. If we
neglect his warning our responsibility will be
great. But even assuming we can hold our own, an
attack on positions which have been proved to be
impregnable against gallant assaults would end in
the loss of another 50,000 or 60,000 men with
nothing achieved. It is quite clear to anyone who
reads the document prepared by the General Staff
that this was no part of their original plan. It has
simply been spatch-cocked into their document by
strong Dardanellian influences. It has been done
so badly that the simplest of us can se it. The
recommendations of the General Staff were that it
would confine ourselves to the offensive in France.
We are now not merely to send out a general to
trawl the eastern Mediterranean for a new policy,
but before he reports we are to send 150,000 men
away from France—from the only objective which
the General Staff are prepared to stake their
reputation upon recommending !

D.LL.G.
October 12th, 1915. "
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To this Sir Edward Grey replied :—

" Foreign Office,
October 13 th, 1915.
My dear Lloyd George,

Y our memorandum has come to me since the
telegrams to Bucharest and Athens were sent last
night, and for the moment | suppose they

Sr E. Grey'ssettle one point in your memorandum.
replytomy | am no judge of the military con-
memoranduny gergtion involved, but as Kitchener
agrees and you desire it and the Prime Minister
authorises it | sent the telegrams at once. From
the political point of view | am as strongly in favour
of the line now taken as you can be, and | am glad
to be able to say anything diplomatically which is

backed by action or the prospect of action.

What | do feel to be usdess is constant diplomatic
effort based neither on military nor naval success,
Military  without the prospect of such success, and
ﬁjeg(pjggfor without any offer of action. These last
Balkan telegrams are not open to that criticism.
diplomacy For the rest | wish to avoid drift in our
strategy, and if | differ from the conclusions of your
paper at all it is that | think our strategic decisions
should be based on naval and military opinion
founded upon good staff work. | urged strongly
and | understood you aso to urge the same thing,
and | hope the staff work now being done under
Murray will be encouraged and continued. | do
not like to discard its conclusions. But | agree that
the opinion expressed by the Staff about the Galli-
poli Peninsula is more provisional and tentative
than final.

Itis, however, vital to come to a decision quickly
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either to attempt to force the Dardanelles or to
evacuate—so it seems to me, and | would accept
either decision rather than none,

| was not sure whether your memorandum was
addressed specially to me or not ; it deals mainly
with military strategy on which | am qualified to be
guided rather than to guide.

Yours sincerely,
E. GREY."

The irony of his sentence about " military and
naval opinion based on good staff work " iswithering.
But the greatest irony of all, after what had happened,
was that he meant every word of it. The way he had
been betrayed by the Military to givein the House of
Commons pledges to Serbia they had no hope of
redeeming did not seem to diminish his childish faith
in their advice.

Considerable delays ensued in sending troops to the
Mediterranean. On 19th October M. Millerand, the
Delayin French Secretary of State for War, came
dispatch of ~ Over to discuss the position. Hewas accom-
troopsto panied by General Joffre. | find amongst
Salonika my papers the following note made by a
secretary of what took place at the discussons :—

"LI.G. saw Millerand to-day, who says that
LI1.G. was right after all and that an expedition in
the Balkans should have been undertaken last
spring. Heis now concerned that the Dardanelles
operations are a failure, and though he fears it is
too late to render very effective assstance in the
Balkans, yet he is in favour of France and Britain
sending troops there. He and L1.G. together drew
up a plan upon which France and England are to
act for a campaign in the Balkans."
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Our plan suggested that:—

" The prevention of the German effort to get
through to Constantinople should be regarded as
Joint Imemo_t_he primary objective of thej_oi nt expedi-
randumby tionary force. If, by the time the new
M. Millerand Force can arrive at the eastern Mediter-
andmysalf yanean, Serbia is still blocking the way,
the French and British forces should proceed to
Salonika to help the Serbians to keep the railway
free to Uskub.

If by the date of the arrival of the troops the
Germans have forced their way through to Con-
stantinople, the two Governments to decide their
course then on the advice of their Generals. . . .
The two Governments have agreed to go on sending
to the help of Serbia sufficient contingents to consti-
tute aforce of 150,000 men.

Should the present situation become greatly
altered owing to unforeseen circumstances arising,
both Governments would then take seps in
common as to the new directions to give to their
troops.”

Greece was pressed to send troops to assst in saving
Russia, but the appeal to her came too late, because
by that time the armies of the Central

éppea] to p Powers and of Bulgaria had overwhelmed
oo e ade  serbian resistance, and the Greeks put in
the plea that they were afraid of standing

up against the victors when there were no Allied
troops within sight to assst them. They had the fate
of Serbia before their eyes. Serbia had been aban-
doned by the Allies in defiance of the solemn pledges
of timely support. The Greeks were naturally
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apprehensive of a repetition of the same desertion in
their own case. The sweeping victories of the Central
Powers on the Eastern Front naturally impressed all
the South-Eastern States more than the capture by
the Allies of a few kilometres in France. Russia had
collapsed ; Serbia had been overrun ; the Darda-
nelles expedition had been a complete failure, and
even in the west the Allies had not succeeded in
breaking through, and the Germans, victorious on
every front, were advancing southwards with seven-
league boots. They were already in the defiles of the
Balkans, soon they would be on their Southern slopes.
At that time there was nothing between them and- the
Greek frontier. Greece with her small army would be
easily devoured by this terrible monster.
Sir Edward Carson, disgusted with what he con-
ceived to be the deception practised upon Serbia, had
o resigned. Mr. Bonar Law and | shared
5?%33&5?’& of his opinion about the whole transaction,
Carson but on the whole decided that we could
not withdraw from the Ministry at this
critical juncture. | am not sure that we were right.
There was a general feeling that there was a
disastrous lack of grip in the direction of the War, and
that the Cabinet ought to take upon itself a more
direct responsibility in controlling its conduct. Sug-
gestions were put forward for the setting-up of a War
Committee which would exercise a more constant
supervision over the direction of the War. 1 was
amongst those who made representations to the Prime
Minister upon this point. On the 29th October |
received from him the following memorandum :—

" CONDUCT OF THE WAR

The proposal, as | understand it, is that there
VOL. X CG
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should be a small Committee of the Cabinet, not
o less than three or more than five in
ortpoca ora number, to deal executively with the
War conduct of the War.
Committee It is understood that the Committee
will from time to time call to their aid, for the
purposes both of discussion and decision, other
members of the Cabinet, either because their
departments are concerned in the particular matter
which is being dealt with or for other special
reasons.

The Cabinet to remain as it is in numbers and
composition.

The plenum of the Cabinet to be constantly
informed of the decisions and actions of the Com-
mittee, and in all questions which involve a change
or new departure in policy to be consulted before
decisive action is taken.

Parliament to be informed that this method
of procedure has been adopted, and to be told the
names of the members of the Committee.

October 28, 1915. H.H.A."

On 31<t October | replied :—

" 11, Downing Street,
Whitehall, S.W.
October 31, 1915.
My dear Prime Minister,
| am sorry to trouble you when you must be
worried with the anxieties of the situation, but I
Myreply: feel | must put to you my view of the
theCommittee position before you come to a final
H%?I/grsrsuﬂﬁ decision. The appointment of a small
War Office  Committee with fairly full powers will
undoubtedly be a great improvement on the sort
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of Duma which has been sitting on war problems
up to the present. But unless there is a complete
change in the War Office the new Council will be
just as impotent as the Cabinet and old Council
have proved themselves to be. Our war Adminis-
tration have committed every blunder that the
enemy could wish them to be guilty of. It was
quite clear, even to the civilian mind, soon after
the War began that this War would ultimately be
decided by superiority in quality and quantity of
material, and by the wearing down of the enemy
in numbers. The Allies had the advantage in
both respects, and the War Office have by an
incredible lack of foresight and energy thrown away
both these advantages.

Asto material, whilst the Germans were spending
the whole of the late autumn and winter of 1914 in
War Office INCreasing their guns, rifles and ammuni-
neglectof tion for the summer campaign, our War
munition  Office did nothing substantial till the end
production of 1914 and in the spring of 1915. Then
they did it under pressure from outside, and even
then they were satisfied with giving orders whilst
taking no steps to see that they were or even could
be executed. The result has been that the campaign
of 1915 has been lost to us. We could not help
Russia in ammunition because wc have not even
now an adequate equipment, more especialy in
rifles and heavy guns and trench appliances, for
ourselves. The full story of the neglect of the War
Office in this respect has not yet been told. It is
worse than | expected it would be when | first took
up the work of the Ministry of Munitions—how
they ordered shell without taking measures to see
that there were fuses and primers, cartridge cases,
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gaines and the necessary arrangements for filling,
so that huge stocks of empty shells were piled up at
Woolwich with no means of completing them
which was in the least commensurate with the
demand.
As to attrition, by prompt action in the Balkans
we could have added a million and a half to our
reserves of men, most of it excellent
Neglected fighting material.  Roumania, Greece,
tro pakans and, 1 think, Bulgaria, could have been
brought in, not by words, but by prompt
and strong action. On the other hand, we could
have cut off the enemy from the magnificent
reservoir of men in the Turkish Empire who are
only awaiting equipment to become one of the most
formidable fighting machines in the world. In
July the Intelligence Department of the War Office
warned Kitchener that the Germans were likely to break
through to Constantinople. We were constantly warned
that Bulgaria was becoming more and more hostile. One
or two Cabinet Ministers, including myself, urged
that steps should be taken to prepare for this
probable German move. Nothing was done;
even when information came in that the Germans
and Austrians were accumulating forces in the
valleys of Hungary and in the Bukovina, no plan
of action was thought out. Kitchener never knew
that they had crossed the Danube 20 hours after the
news reached the War Office that they had effected a
crossing at jive points. A fortnight after the crossing
his only plan was to send a general to the Mediter-
ranean to report on the situation. Days after
the road to Constantinople had been cleared
through Bulgaria and weeks after the actual
commencement of the struggle upon which the
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fate of our rule in Egypt may depend, we are forced
by the French to take some action. You will
recollect that the Committee of Imperial Defence
as far back as February last decided that all the
necessary preparations should be made for rendering
alanding at Salonika effective whenever the Cabinet
decided to take that course. Kitchener never took
the slightest notice of that decision, and not even a
mule had been bought for transport when the
German blow fell on Serbia.

The public may have delusions now about
Kitchener, but the moment these facts are told in
the House of Commons | have very little doubt
what will be thought and said by all sections.

If I thought the appointment of a small Com-
mittee would put an end to all these amazing
Capacityof S&ries of blunders, | should be satisfied.
War Lords But | have gone on for months always
for ~ thinking that every mistake must surely
blundering e the last, and finding myself constantly
surprised by the capacity of our great War Lords
for blundering. | wrote you in December last
calling your attention to the stupidity of the War
Office, and telling you that, in my judgment, unless
we showed greater grip as a Government in the
management of the War, it must end in inevitable
disaster. | have protested at each stage, sometimes
in writing, sometimes by intervention in the
Cabinet and at the War Council. 1 did so long
before the Northcliffe Press began its campaign.
At best the chances are against the next few weeks
bringing much cheer—they might bring ruin to
Serbia and for us retreat in the Balkans and
disaster in Gallipoli. The nation would endure
this and a good deal more if they knew everything
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was being done that human effort and foresight
could compass to ensure final victory ; but their
confidence has been rudely shaken by what they
can see of our unpreparedness in the Balkans. The

friendly Press are showing marked symp-
Signsof  toms of mutiny. The steadfast loyalty of
e e OUr OWN party to your leadership has so

ar saved the Government, but you will
forgive me for saying that | doubt whether that
would save us if a catastrophe befell Serbia or our
forces in the Dardanelles and all the facts on the
conduct of the War were dragged out as they would
be. Every mistake and omission would then be
brought out with accumulative force. Therow in
the Commons will come last. Press and public
will be moved before the party politician, but in
the end he will follow public opinion, and we must
have a good answer when the time comes. There
is only one answer that can satisfy the public, and
that is that you have already made an end of the
futile regime that tumbled along from one fatuity
to another. | am quitewillingto face theinevitable
tumult when it comes if this answer can be given,
but | have very reluctantly come to the conclusion
that | can no longer be responsible for the present
war direction, and at the Cabinet to-morrow |
propose with your permission to raise the real
issue.

Ever sincerely,
D. LLOYD GEORGE."

The allusion in my letter to the fact that Lord
Kitchener never knew the Germans had crossed the
Danube for 20 hours after the news had reached the
War Office is explained in the following note
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made after the Committee meeting by one of my
secretaries —

" At a Cabinet last week, before the German
advance into Serbia had begun, but when news
Lord of it was being expected at every moment,
Kitchener's | L G. asked K. in the Cabinet whether
o os @ there was any news of the Germans
Serhia having crossed the Danube. K. said that
up to the time when he came to the Cabinet he had
received no news. LI. G. suggested that the news
might have come in since and said he would get
the P. M.'s secretary to telephone to the War Office
and ask if any news had been received, as he con-
sidered it most important to know when the Germans
had begun to cross the Danube. The following is
thereply which L. G. received and which he read
out to the Cabinet. A telegram had been received
in the War Office the day before. K. did not
express the least surprise that he had not seen the
telegram. Here is a copy of it :—

¢ Lateyesterday afternoon enemy xd. Danube
with one batt. at . Aust. troops
xd. the Slava in 5 difft. places between Sabac
and Belgrade. They are so far not in large
force. Fight is continuing.’

Immediately this telegram was read to the
Cabinet, Sir Edward Carson passed L1. G. the
following note :—

©K. does not read the telegrams—and we
don't see them—it isintolerable.
E C
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On 4th November | received the following letter
from Mr. Asquith :(—

" Secret. 10, Downing Streset,
Whitehall, SW.
3rd Nov. 1915.

My dear L1oyd George,

What | wanted you to know before to-morrow's
Cabinet was that, in view of the conflicting opinions
Asquitks ~ NOW to hand of Monro and the other
|etter generds in regard to the future of the
Kitchener  Dardanelles, | arranged to-day that K.
togoeast  ghould proceed without delay (to-morrow,
Thursday night) to Alexandria, and after visiting
Gallipoli and Saonika, and conferring with all our
military and diplomatic experts in that quarter of
the world, advise us as to our gtrategy in the eastern
theatre.

In the meantime | propose to take over the War
Office, and | am confident that in the course of the
next month | can put things there on a better
footing, and in particular come to a complete
understanding with you on all the important
problems which are connected with the design,
fabrication and supply of munitions.

We avoid by this method of procedure the
immediate supersesion of K. as War Minister,
while attaining the same result. And | suppose
even B. L. [Bonar Law] would hardly object to such
a plan.

Yours very sincerdly,
H.H.A.

P.S—This is for yourself done ; | have not said
anything to any of our colleegues. But | regard
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it as of thefirst moment that in this matter you and
| should act together.”

The Germans invaded Serbia on October 7 th.
The Cabinet decided on nth October that a
general should be sent to the Mediter-
General  ranean to examine the position there and
onrosviS! 'Yecide what action should be taken. As
already mentioned, General Monro was
chosen. Appointed on 15th October, he started on
his voyage of discovery for methods of helping Serbia
on 22nd October and arrived at Mudros on 28th Octo-
ber. On 31st October he recommended that our
troops should be withdrawn from the Gallipoli
Peninsula and transported to Egypt for re-equipment.
In the meantime, a certain number of British and
French troops had landed at Salonika, the first con-
tingent reaching that port on 3rd October. Two
divisions only were disembarked by 7th October,
the day on which the offensive against Serbia was
launched by the forces of the Central Powers. Had
we dropped the fatal offensive in France as soon as
it became clear that it could not succeed in its main
purpose, and sent immediately to the Mediterranean a
number equal to those who fell in futile attacks after
that date, the bastion of the Balkans would have been
held by uswith the help of what was |eft of the Serbian
Army ; and neither Germans, Austrians, nor Bul-
garians possessad the necessary strength to force those
defiles against such a garrison.

The growing feeling of anxiety, developing into
criticism of the military direction, is reflected in a
letter which | received at this time from the late L ord
Charles Beresford. At that time, he was still a figure
of some distinction and he had attracted to himself a
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good deal of popular esteem. He aways possessed a
certain flair which revealed itself even in his most
histrionic performances and in his most exuberant
and extravagant utterances.

" i, Great Cumberland Place,
London,W.
16th October, 1915.
Dear Mr. Lloyd George,
Please excuse dictation.
| hope | shall be able to s you in the House
Letter from SOme day next week, as | do not think it
Lord would be wise or politic to meet you
Charles ~ except at a private house or in the House
Berestord  of Commons ; there are many people
whojump to conclusions, and such people would
at once think that there was an intrigue afoot.
We are, in my opinion, drifting to certain
destruction. We have no policy, no objective, and
~nothing has been thought out ahead. It
Gallipoli  js imperative that we leave the Gallipoli
s be 4 Peninsula Suvla Bay and Anzac must
be evacuated shortly owing to their being
under water. It istoo late now to land an army in
Asia Minor ; the country will soon be a marsh.
We shall have to lose arearguard in the evacuation,
but that would be better than losing 140,000 men
there now, plus another 140,000 or 200,000 necessary
for reinforcements, owing to casuaties and the
ravages of dissase which has now sat in. We
cannot get through the Dardanelles, and we are
wasting life and destroying prestige by remaining
inthe Gallipoli Peninsula. | believethe Fleet could
secure theretreat, even to a portion of the rearguard.
In every way fronts are changed, new military
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situations created, and new objectives undertaken.
We have now taken a new objective and formed
a new front at Salonika—an excellent reason for
withdrawing from an impossible position inGallipoli.

We want about 200,000 men of the Allies landed
at Salonika. It would be fatal to send them in
Reinforce. driblets. If the Serbians are crushed the
ments Germanswill get to Constantinople. They
neededat will open up the whole of Asiafor supplies.
Salonika  Roumania and Greece will out of fear
probably throw in their lot with Germany. There
is a spark in Islam now which would under these
circumstances be fanned into a violent flame, more
particularly if weremain in the Gallipoli Peninsula.
Looking ahead, we should probably have to denude
our Allies in France of a large portion of our army
in order to fight for the defence of our Empire in
the East and Egypt. Surely some dispatch should
be sent or method taken to show the Greeks that
they must come out on one side or the other.

There will be a tremendous reaction in the
country when the people know the truth, and | am
afraid that the whole of the Cabinet will go down.
Democracy are not reasonable when they are
excited. If the people bring about the downfall of
the Cabinet what have we got to put in its place ?
We should have a reign of chaos during the greatest
crisis the Empire has ever faced.

One of the great dangers consists in having
Lord Kitchener in the Cabinet. The people

believe in him, but they do not know he

k@{dh ,_is wasting his time talking on political
Pt 'S subjects. | have been to him several

times and pointed out that he ought to
leave the Cabinet on the plea that he cannot devote
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histime toit. His business is to take an envelope,
write on it what men he wants, and what munitions
he wants, and present that to the Cabinet. The
question of how they are to be got has nothing
whatever to do with him. Itisapolitical question
of tremendous difficulty which must be argued out
by the Cabinet. Lord Kitchener's difficulty would
be well illustrated if there was a debate in the
Cabinet on conscription or voluntary service.
Which side would he take ?

In war, quick decisions and prompt actions are
wanted. Neither are possible without a definite
policy, and a clear objective for the military and
naval forces, upon which depends the success or
failure of the policy. The Government have no
policy, and the military have no objective. It does
not require that a man should be in the Cabinet
to see the danger that exists to our Empire through
this lamentable state of affairs. We are wasting
days and weeks, when every hour, indeed, every
minute, is of vital importance to us in the near
future.

In my opinion, our policy should be :—

Recom 1. Evacuate the Dardanelles;
fg‘re'gﬂf‘“ons 2. Send 200,000 (an allied force) men
policy to Salonika with plenty of guns ;
3. Get across the railway between
Belgrade and Constantinople by some means

between Nish and Sofia

| know the country and the difficulties attending
such a proposition, but risks and difficulties must
be met in war provided a substantial result is
possible of attainment. Risks such as we are under-
taking in Gallipoli have no excuse whatever. It
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was a risk courting defeat, and is certain to affect
our prestige in the Balkans, with the Allies, and
worse than all, with our great Eastern Empire.

Yours very sincerely,
CHARLES BERESFORD.

The Rt. Hon. D. Lloyd George, M.P."

This letter reflects the rising and spreading sense of
dubiety amongst men who were watching the course
of events with some accumulated knowledge and
experience. As yet the general public were still
trustful if alittle mystified. Their faith in Kitchener
and their invincible belief in British luck had not yet
been shaken.

One culminating illustration at this period of our
military leaders capacity for blundering remains to be

recorded. Upon the return of Lord
fr\’(\)"r%hdsglf\(’)\’r?ka Kitchener, at the end of November, 1915,
proposed from his expedition to the Balkans, the

antipathy of the British General Staff to
any operations in that theatre crystallised into a
definite recommendation that the Salonika expedition
should be recalled. Rumour had it that Kitchener
had somehow been talked over by the plausible and
adroit King Constantine of Greece into favouring
this step. The General Staff advised that we should
withdraw from both the Dardanelles and Salonika
and concentrate our forces on the defence of
Egypt.

The French Government had vision enough to be
furious at this suggestion. It urged very wisely that
such an action would be naturally regarded through-
out the East as a token of weskness and irresolution,
and would mean the utter loss of the Balkans. Not
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only would it spell the final abandonment of the last
shattered remnants of the army of our ally, Serbia :
it would also drive both Roumania and Greece into
the arms of Germany, adding something like another
million men to their forces in that war theatre,
imperilling the southern flank of the Russians, and
turning the whole Balkan coast, including the
harbours of Greece, into enemy bases for submarine
activity in the Mediterranean. On Friday, 3rd

December, 1915, the French sent an
ﬁgg{aims angry telegram, challenging the shilly-
frompFrance shallying attitude of the British Govern-

ment—the proposal to leave Salonika and
the lack of firmness we were showing in our handling
of Greece. They complained bitterly that we had
gone back on our decision at the Paris Council which
had taken place a week previously, and that Lord
Kitchener had evidently made arrangements with
the King of Greece which were quite outside the
intentions of the French. They requested that
representatives of the British Government should meet
them the following day at Calais to discuss the
position.

As yet the British Cabinet had not reached a
definite decision upon the issue. It had been post-
poned from one meeting to another. Upon receipt
of the French Government's telegram, the Prime
Minister went to Calais, taking Lord Kitchener and
Mr. Bafour with him. He did not invite me to
join the party, doubtless because my strong opposition
to any abandonment of the Balkans was well known,
and | did not even hear of the telegram from France
till the Saturday morning when our representatives
had already departed for Calais.

On their return we were informed that they had
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succeeded in talking the French round to their point

of view and that the evacuation of Salonika
Withdrawal  had been agreed upon. But the telegrams
f;g'r“e;f'l?&')';a on Monday from Paris were far from

supporting this interpretation of the pro-
ceedings, and showed that the French were still very
dissatisfied, and that no satisfactory arrangement had
really been arrived at on the Saturday.

While everything was in this state of chaos, a
telegram came to say that M. Albert Thomas was on
his way over to have a talk with me on the subject
of the Calais Conference, and to explain to me the
real opinion of the French., Meanwhile at the War
Council that morning (6th December, 1915) the
matter was discussed. Mr. Bonar Law was the only
one present who agreed with my view of the matter,
all the rest being for immediate evacuation. Lord
Kitchener read a telegram from Greece which said
that the Germans demanded the evacuation of the
Balkans by the Allied troops, and were willing to
allow the Greeks to cover the re-embarkation. | am
recorded as having said " it is a good thing that
the Germans and the British have found something
to agree upon at last. Surely this must be the
beginning of peace ! "

Shortly afterwards M. Albert Thomas arrived, and
explained to me the reason for his visit. | learned
that when the French deputation to the Calais
conference returned to Paris and admitted that they
had agreed to the evacuation of the Balkans, the rest
of the French Cabinet expressed the greatest dis-
satisfaction with this conclusion. The deputation
insisted that they had been t Md that this was the
view taken unanimously by the British Government,
and that in those circumstances they had felt bound
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to acquiesce : whereupon M. Thomas interposed
that he knew it was not the view of the whole British
~ Cabinet, as | had told him when he was
MVB%?EOS'“O” last in London that | was entirely opposed
gacuat?gn to evacuating the Balkans and was very
much in favour of engaging in a Balkan
campaign this year or next. The French Cabinet
ultimately refused to accept the decision arrived at
on the previous day at Calais. Thereupon, M.
Thomas offered to come over to London and sse me
in an effort to obtain a reconsideration of their
decision by the British Government.

Naturally | promised him all the help and backing
| could furnish. He attended more than one pro-
longed meeting of our leaders at which he st forth
very passionately the desire of the French to remain
at Salonika. Perhaps the best help | afforded him
was an arrangement | made for him to lunch at
io, Downing Street with the Prime Minister. | am
not sure that the favourable personal impression he
made on his host and hostess was not more helpful
to his cause than all his eloquence in Council. How-
ever that may be, the final outcome of these dis-
cussions was that Lord Kitchener was sent over to
Paris to consult with the French Cabinet, with full
powers to make any arrangements on behalf of our
Government. He did not much like the idea of
going. " The French are not very keen on me at
present for some reason,” he said. However, he
Decisonto Went, and the upshot was an agreement
evacuate for the Allies to remain at Salonika and
Salonika fortify it in preparation for an effective
reversed campaign in 1916. So narrowly was
averted an act of incredible folly. But the effective
campaign was not waged in 1916. The French and
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British military chiefs took care that the Salonika expe-
dition should not be equipped with the guns and am-
munition which would justify offensive operations.
And in order further to deprive General Sarrail of
all temptation to attack they deprived him of all
the means of transport essential to an advance.
Speaking on 20th December, 1915, in the House
of Commons, having in mind the fatal tardiness
which had brought so much disaster to the Allied
cause in the Dardanelles, the Bakans, Russia and
Mesopotamia, | used the following words :—

"... Too late in moving here, too late in

arriving there, too late in coming to this decision,

too late in starting with enterprises, too

"Too late in preparing ! In this war the foot-

Late" geps of the Allied forces have been dogged

by the mocking spectre of * too late,” and

unless we quicken our movements damnation will

fall on the sacred cause for which so much gallant
blood hasflowed...."

That summed up my considered opinion at the time
on the muddled campaign of 1915. That is my
judgment to-day after a careful perusal of all the
documents and histories written on the subject from
every point of view.

VOL | HH















