404

3. The Vane Rebellion
(October 1gog to_fanuary 1910)

During July and Anpust Sir Francis Vane worked prodigiously hard in
London creating representative districr associations designed to link
the numerous local committees. Many Scoutmasters had wanted to go
their own way, and the general mood was one of troculent independ-
ence, This sitnation had been brought about partly by J. A. Kyle's
high-handcd and tactless methods, ' and partly by a growing suspicion
that Headquarters was too closely involved with military organi-
zations. In May the Baltersea Doy Scouts seceded from the Baden-
Powell Boy Scones and formed the British Boy Scouts.? Two months
later the popular boys’ weekly, Chunte, hegan to promote the Brtish
Boy Scouts as a droulation-bovsting device.” Vane explained to
Baden-Powell that it was vital to move fast to prevent further damage,
and urged him to ‘understand with how much suspicion and dislike the
Headquarrers is regarded by a very large proportion of active men in
your organization,™ This disaffection was not a figment of Vane's
imapination and he was right to hold Kyle and Sir Edmond Elles
responsible.

Thoroughly sick of Vane's criicisms, Kyle forced a crisis in early
Movember by threatening to resign as Manaper unless Baden-Powell
dismissed the baronet. When Elles and his deputy de Burgh supported
Kyle, Baden-Powell was placed in a very awkward position. Vane was
not a paid employee who ceuld he fired with a week's wages, but an
arstocratic volunteer wha had given a comsiderable amoune of his time
ter arganizing the London Scouts and who mighr prave very trouble-
some if asked to resign without any adequate reason being offered.
Believing the problem to be as much abour personalitics as anything
else, Baden-Powell warned his Manager that this was a poor reason for
distnissal. Kyle simply repeated his threat: ‘It must be cither Sir Francis
Vane or myself.”® Baden-Powell ought to have called Kyle's bluff and
refused to be blackmailed; but, being fully vccupied with his Terri-
torials, he could not face Josing his Manager and standing up to Elles
who was nrging him to abalish’ the post of Londen Cominissioner on
the wholly inadequate grounds that the 'Western Commitiee’ -
formed before Vane’s appaintment — had not recognized him,®

Baden-Powell first succumbed to the mounting pressurc on 4
Movember, wnen he rebuked Vane for having exceeded his authoricy
by secking to formulate religious policy for the whole Movement.
Vane had made no secret of his negotiations with the Bishop of
London abour the recently formed Chardh of England (or Diocesan)
Scouts; these church troops threatered to bocome a movement within
2 movement with their own Scout Law (A Scour is 2 Brother to All
Diocesan Scous. ). '] really understood,” declared Vane, ‘that the
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making of peace between the warring factions of Scouts within my area
was one of the duties of a Commissioner.” He angrily dismissed the
Western Comnittes as ‘the worst administered one’ in the capital. He
pointed out that thanks to him the whole of London was now covered
by councils, and advised Baden-Powell to find out what the majority
of men working with him in London actually thought.” On 12
Movember Baden-Powell hinted that he would be grateful for Vane's
resignation, But when it was clear that Vane would go only if sacked,
he dropped this suggestion. "You go farther than is wanted,” Baden-
Powell wrote lamely, adding, ‘A Scoutmaster in Yorkshire tald me
this week that he and others wished I was still at the head of the Scouts
and not Sir F. Vane!' He concduded with the mildest of warnings:
‘Linless you can assuime your proper place as Commissioner, under the
direction of the Chief Commissioner, [ must ask you ro consider
whether you would not take another post . . ' (The one he suggested
was Commissioner for Colonial branches. )

Vape next suggested the formation of 2 London Council represent-
ing all the local associations. Sir Edmond Elles was acutely em-
barrassed when the Bishop of London lent his support to this jdes; and
although Baden-Powell was impressed by Vane's long and cogently
argued report on the snbject, Elles unexpecledly autherized Kyle o
hand Vane a letter of disinissal.

Sir Francis responded by calling a meeting of London Scoutmasters
on 18 November at the Chancery Lane Sale Deposit Office. Haden-
Powell atiended and was badly shaken by the Scoutmasters” obvious
devorion o Vang he lefl this meeting feeling sure that Vane's “so-
called crimes were merely over-zeal'. He was very upset that Kyle and
Elles had acted without consulring him, but he could hardly sack his
Manager and Chicf Commissioner. ‘Kyle's letter of dismissal was very
wanting in tact, and was premature,” he told Elles. 'Thave told Vane to
carry on for the present pending our final consideration of the
guestion. "

But Elles continued Lo back Kvyle and, only two days later, they both
repeated their threat to resign unless Baden-Powell acted against Vane.
S0 on zo November Daden-Powell was obliged to write to Sir Franeis,
going back en what he had promised just 48 hours earlier. Now he
wrate claiming that ‘the meeting on Thursday night proved ta me
what 1 had supposed viz that you have an entirely wrong conception of
your duties as @ Commissioner. [t is therefore impossible for me any
longer to have confidence in you in that capacity.”™!

Vane was amazed to find himself dismissed. Why, he asked, had
Baden-Powell failed to state his abjection at the meeting? 'Instead of
this you publicly ordered de cancellation and withdrawal ol the letter
which the Manaping Secretary [Kyle] at Headquarrers had written Lo
me .. . and you requested me to caery on the work . . Y Vane
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reminded Haden-Powell that he had offered him another post as
recently as 4 November.

Under pressure from Vane to make 2 specific charge against him,
Baden-Powell declared, "The charge, if you like to call it such, is that
you did not suit me . ., . I could not trust you.”™ Totally dissatisfied,
Vane pointed out that covert ‘insinuations had been madce’. *It is my
right to hear what they are,” he told Baden-Powell, ‘and iris YOUR
DUTY to the cause to see that things are open and above hoard.”
Within days of his dismissal, Vanc decided to press on with his own
Boy Scouts. ‘Thave glven you every help Leould, but the movementis
bigger than the man, or any man, and God help me T will forward the
movement even il the man does wrong. '

Vane now organized a protest mecting of almest 200 Scoutmasters
from the London area. Baden-Powell responded with a circular
inseructing local seoretaries and Scoutmasters not to attend on pain of
dismnissal; he noted in the margin of a draft of this circolar: *Sir F. V. has
mistaken his instruction and in his zeal has rather become the
administrator of the London District. Instead of organiving the
C;_}E.,;ucil, which was ro da this, he has started an office of his own to do
ic.!

Baden-Powcll's confusivn is painfully apparent. He bad made Vane
his Londen Commissioner, not his Inspector for Lendon. He had
indeed asked Sir Francis to organize 2 Landon Council, which he had
been actively engaged in doing, The opposidon to centralized councils
had atiginally come from Stcphe himself."® It was only the row with
Vane which finally persuaded Baden-Powell and dichards like Elles
that they needed a Council at all. But instead of an elected hody, they
envisaged one packed with ‘invited' public figures; this body would
give a spurions appearance of democracy to the organization withouw
actually changing agything.

"T'his was the issuc which dominated the meeting called by WVane at
the Caxton Hall on 3 December 1909 = should the Movement have an
auracratic hicrarchy or be ran in a demnocratic fashion? Many speakers
acknowledged their indebtedness to their founder, but still believed
that the Scoutmasters ouglt Lo decide the shape of their own
organization. The meeting also resolved that Vane's dismissal be
reconsidered pending the formation of a London Couneil, Fears were
expressed that, i Headquarters could arbitradly dismiss Scout
officials, this could endanger their livelihoods. Although tempers ran
high, no vote of confidence in Baden-Powell was proposed,

Sir Edmund Elles sent a friend to the meeting as an ohserver and was
distressed cnough by his report to write at once urging Baden-Porwell
tovsef up a Council, “This is the only thing that can swve the movement
from disaster. [emby fear that ieds too late, With such an organization all
this would have been impossible — now it is you apainst Vane, Evle's
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great unpopularity too has much to do with it."'? The press was
broadly sympatheric to Vane. SCOUTS REVOLT: LIVELY
PROTEST AGAINST 'ONE-MAM RULE was the Daily Newy's
headline, * SPLIT IN THE BOY SCOUT CAMP - VIOLENT
ATTACKS ON GENERAL BADEN-POWELL was how the Daily
Express summarized the situation, :

The whole episode was a disaster for Baden-Powell and for the Boy
Scouts. He had been Tamentably served by Elles, bot Stephe alone was
responsible for his own indecisive handling of the affair. An eventual
inguiry found oething more damming than the fact that Vane
somenmes smelled of whisky, ™ Writing to Fvelyn Wood, Baden-
Powell mentioned “varions points in his character, which stand agansr
him ... I could explain this to you, should you desire it, in
conversation.' This was exactly the kind of innuendo which Vane
feared. He later believed that Baden-Poowell had spread rumouors that
he was a homosexual® By mid-Janvary, under direct threat of
procecdings for libel and slander, Baden-Powell felt compelled to pur
in writing that he had intended 'no reflection on your personal
character’. ‘s D have explained before, the difference berween us wasa
personal one on 2 matter of discipline, And, a3 Thave already placed on
record, your ability and energy in the discharpe of your duty was
undeniable, "2

Vane's real sin was to have defended himself and thos caused public
crbarrassment. After years of army life, it was Baden-Powell's
instinct to back authority — in this case Headquarters—apainst a man far
tnore in teuch with the feclings of the rank and file, So Baden-Powell
vacillated, broke 2 promise and finally bucked nonentities againse a
highly original man who, while eccentric and cgotistical, was a
genuine ‘knight errant’” with an unshakable determination to right
wrongs regardless of how many toes he trod on. Six years later, while
serving as a reserve officer, he would be strongly advised by officials in
Dublin Castle to suppress the truth about the murder of four Irish
prisoners in order to save the face of the Brirish military establishment.
Instead he went eo London to confront the Secretary of State for War,
Lord Kitchener, in person; then he resurned to Ireland to apologize to
the widews on hehalf of the army.

A month after his dismissal from the Scouts, Vane accepted an
invitatien ta be President of the British Boy Scouts (the breakaway
organization which had started with the Battersea Doy Scouts),
bringing with him most of the troops in the London arca and he
majority of thosein Birmingham, Seme of the most famons Likeralsin
the country joined his commitree: Sir Pranas Belsey, W, T, Stead,
Charles Masterman M. P., Barrow Cadbury, Sir Herbert Raphael
M.P. and, last but not least, . Howard Whitehouse, the man Baden-
Puowell had hoped to employ as his Manager but wha was now Liberal
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M.P. for imid-Lanarkshire. By cacly April 1910, with the help of
Chums magazine, the B B.%. numbered about jo,000 boys antd was
supported by the National Peacc Council, the Boys' Life Brigade, the
Sunday School Union and Toynbee Hall. ¥ Through Chums the
B B.S. was soon spreading to the colonies and this impelled Baden-
Powell ra take positive steps for the first timeto establish control over
the Movement in the colonies and dominions.™

In 1917 Sir Francis Vane’s financial affairs — which for some years
had been problematic because of a disputed inheritance — rook a turn
for the worse. By subsidizing uniforms and by other acts of generosity
o his Scouts, Vane had over-committed himself and was declared
bankrupt in August 191 2.2 His ‘rebel’ movement entered a phase of
rapid decline. Baden-Powell was very lucky to have escaped in this
WY,

The most endaring conseguence of the Vaue rebellion was the
alienation of the majority of London’s Scoutmaslers from Head-
quarters. When the London Scont Councl was eventuslly formed it
frequently ignored Headquarters’ directives, raised its o'wn money and
in the early 19208 ran a magazine, The Trail, which published articles
openly crirical of Baden-Powell himsclf. The capital would keep its
awn Commissioner untl 1963, quarter of & century after Haden-
Powell's death, and only then was London divided u;;bamung seven
sndividual Commissioners as the founder had wanted.

The Vare revoll convinced Baden-Powell that if the Boy Scouts
were cver to become a democratic oiganization lie would always be in
danger of being voted into 2 position of powerlessness akin to a
constitutianal monarch’s — under the thumh of some man of encrgy
like Sir Francis Vane and his ‘cabinet’ of clected repional represent-
atives. He was determined that this nighimare should never cone (o
pass. The Movement's supreme bady should therefore be an nnelected
council of men of public standing with insufficient time to attend mate
than one meeting 2 year. These dnvited’ figores would in tern elect’ a
emall executive commmittee whose prospective members would already
have been nominated by Baden-Powell, This Excoutive Committes,
chaired by Baden-Powell or his Chief Commissioner, would appoint
the County Commissioners who would in rerm appeint the Districe
Commissioners, Dy decrecing thar Comunissioners should not be
Seourmasters, Baden-Powell hoped to ensurc that their loyaldes
would only extend upwards Lo Headguarters rather than downwards
ter the grass roots. Alhough district committees would consist of
demoeratically elected members, they could be dizzolved by a County
Comuissioner. Baden-Powell's later claim that the counties and
districts were ‘antonomons units’ was false. "The furction of Head-
quarters,” he stawed in 2 memorandum, ‘is merely to define
principles.’™ In practice the ‘principles’ af the Movement could be
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interpreted as covering a very wide range of practical marters which
district committees judged to be of purely local concern,

In March 1911 Baden-Powell met members of Vance's old East
London Council and acknowledged thar “they had been frequently
soubbed by Headyuarters', and matters of direct concern *done behind
their backs' withont consultarion, He blamed de Burgh and Elles for
creating a situastion in which it was ‘not surprising’ that members of the
Council had been ‘prepared to chuck up the whole thing” #*

The loss of London to Vane and the confusion that had preceded chis
disaster convinced Baden-Powell that he would have to leave the army
and devore himsclf cntircly to the leadership of his Movement. He
resigned his post with the Territorials on 31 March 1910, At 53 he was
cmbarking upon a second career which would make him more famous
than he had ever been in the wears immediarely after the Boer War,

4. Character Factory or Helping Hand?

In recent years five out of six scholars* who have studied the carly Boy
Secont Movemnent have concluded thar Baden-Powell's avertiding aim
was to make efficient future saldiers, and that his interest in good
citizenship was secondary and cosmetic. Largely because the British
Scout Association haz always catcrporically denied any military
tendency, historians have gone to inordinate lengrhs to ‘prove’ what a
cursory reading of Baden-Powell's hundbook makes obvioos: namely
that Scouting did have military aims among others.

Wer | believe thar these “anp-rmilitarise’ hiseorians have overstared
their case—just as the most thonghtful and wide-ranging of them, John
Springhall, predicted might happen: Imbalance, he wrote wisely, ‘is
the price to be paid for any amempr ar re-adjusting historical
bioundaries.” T myself am convinced that although Seouting for Boys
resonaces with foar for the fumire of the Brigsh Empire, the kindliness
and generosity advocated as the basis tor good behaviowr was not
simnply included — as one scholar has claimed — as an expedient fagade to
conceal the Mavemnent's true porpose from nonconfaremist and liheral
pacents.” Because none of the scholars employed a biographical
approach, they were not in a position to observe how Baden-Powell’s
interest in good character and in the educational possibilities of
Seourting hopan in South Aftica as something quite separate from his
later involvement with cadet corps and minature rifle shootng,
Through the influcnce, dircet and indirect, of men as diffcrent as
Williarn Smith, Lmest Thompson Seton, Hoger Pocock, Arthur
Pearsou and R, B. Haldane the two previoosly distinct strands were
finally brought together, as 1 have shown, in Sconiing for Bojs.

# See note 10 for Chapier Mine, pape 62,



