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Abstract

This paper examines how Progressive Era corporate welfare programs at the Ford Motor Company and
the Colorado Fuel & Iron Company (CF&I) functioned as both instruments of reform and mechanisms of
control. Between 1890 and 1930, such initiatives extended managerial authority into workers’ domestic
and civic lives under the guise of benevolent improvement. By analyzing company records, welfare
manuals, and contemporary publications, the study argues that corporate welfare sought to engineer a
morally, racially, and civically “fit” industrial citizen. Programs like Ford’s Sociological Department and
CF&I’s Sociological Division fused economic reward with behavioral, racial, and gender conformity—
linking industrial efficiency to moral virtue and national identity. While these welfare systems provided
tangible material benefits, they also reinforced hierarchies of race, gender, and citizenship, embedding
exclusion within structures of care. Worker responses—ranging from strategic compliance to subtle
resistance—reveal welfare capitalism as a negotiated and contested social order. Ultimately, the paper
contends that Progressive Era corporate welfare helped shape a distinct American model of conditional
social provision, where access to welfare became tied to employment, discipline, and moral worth rather
than universal civic rights.

Keywords: Progressive Era; Welfare Capitalism; Ford Motor Company; Colorado Fuel & Iron
Company; Industrial Paternalism; Americanization; Racial Hierarchies; Labor Control; Social Reform;
Industrial Citizenship

Introduction

At Colorado Fuel & Iron Company (CF&I), in 1915, company inspectors systematically
evaluated workers’ homes while recording findings in standardized ledgers. That same year, at the Ford
Motor Company, company social workers examined immigrants’ lives and residences, documenting
everything from savings account balances to alcohol consumption. These corporate welfare initiatives,
implemented between 1890 and 1930, extended industrial control far beyond factory gates and into
kitchens, classrooms, and bedrooms.! They reflected a broader Progressive Era impulse to rationalize

! Ford R. Bryan, Friends, Families & Forays: Scenes from the Life and Times of Henry Ford (Detroit: Wayne State University
Press, 2002), 278.
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society, making it more efficient, organized, and logically governed through expertise, order, and reform.
Yet this logic of improvement was inseparable from a logic of control. Corporate welfare programs at
companies like Ford Motor Company and CF&I combined benevolent reform with managerial discipline,
offering benefits to workers who conformed to white, middle-class norms. These programs reshaped
identity and enforced loyalty while embedding racial and cultural exclusion into the structure of industrial
care.?

This dynamic was not incidental but foundational. Recent scholarship has shown that corporate
welfare drew explicitly on racial and cultural hierarchies to determine who was considered “fit” for
inclusion.® As scholars like Clason and Rees have argued, programs at CF&I were not merely
paternalistic but eugenicist, offering uplift only to those deemed racially assimilable.* Loizides and
Mandell demonstrate how Ford’s Americanization efforts similarly imposed Protestant, gendered norms
as prerequisites for full economic participation.>® Welfare thus became a tool not only of labor control but
of racial and cultural stratification that was part of a larger ideological project throughout the Progressive
Era.

During this socially tumultuous period, corporate welfare emerged as a distinctive response to
massive immigration, violent labor conflicts, and growing fears of radicalism. The bloody strikes at
Homestead (1892), Pullman (1894), and Ludlow (1914), alongside the growing influence of socialist and
anarchist movements, created an environment where industrial leaders sought new methods to maintain
control while appearing responsive to reformist pressures. In this context, welfare capitalism served both
as a practical labor management strategy and as a public demonstration of industrial enlightenment during
an era of intense scrutiny of corporate power.

Competing Interpretations of Welfare Capitalism

Historians disagree over the nature and motives of Progressive Era corporate welfare. Some view
it primarily as a pragmatic strategy to stabilize labor through control; others see it as part of a sincere
ideological project to uplift and reshape American society according to Progressive ideals.” These
divergent views emerged in distinct historical contexts and reflect broader scholarly debates about the
purpose of Progressive Era reform. Beginning in the 1960s, revisionist historians challenged earlier
celebratory accounts of corporate paternalism, viewing these programs through increasingly critical lenses
shaped by the era's labor and civil rights movements. More recently, a third wave of scholarship has
examined both the structural exclusions built into corporate welfare and the agency of workers in
navigating these systems. These studies emphasize how access to benefits was shaped by race, culture,
and gender, while also recognizing that workers selectively engaged with welfare programs to serve their
own interests. These debates reflect the broader tensions within the Progressive Era as a whole, when
genuine reform impulses often coexisted with exclusionary practices and paternalistic governance.

The pragmatist school demonstrates how welfare programs deliberately extended this managerial
governance beyond factory spaces. Historian Ford Bryan maintains that “Ford’s Sociological Department
blurred the boundaries between workplace and household,” establishing a comprehensive monitoring

2 Richard Feldman and Michael Betzold, End of the Line: Autoworkers and the American Dream (New York: Weidenfeld &
Nicolson, 1988), 91.

3 Andrea Tone, The Business of Benevolence, 99-139.

4 Brian Clason and Jonathan Rees, “Dr. Richard Corwin and Colorado’s Changing Racial Divide,” in Making an American
Workforce, 33-37.

5 Georgios Paris Loizides, ““Making Men’ at Ford: Ethnicity, Race, and Americanization during the Progressive Era,” Michigan
Sociological Review 21 (2007): 109-148.

6 Nikki Mandell, The Corporation as Family: The Gendering of Corporate Welfare, 1890-1930 (University of North Carolina
Press, 2002).

7 Erik De Gier, Capitalist Workingman's Paradises Revisited: Corporate Welfare Work in Great Britain, the USA, Germany, and
France in the Golden Age of Capitalism, 1880-1930 (Amsterdam: Amsterdam University Press, 2016), 67-69.
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apparatus that scrutinized worker behavior in all aspects of life. According to Bryan, Ford’s welfare
program directly positioned the company as the moral arbiter of worker behavior: “Each employee,
according to the rules, must show himself sober, saving, steady, and industrious and must satisfy the
superintendent and staff that his money will not be wasted in riotous living.”® These values were not
merely recommendations—they were enforceable conditions that dictated a worker’s continued access to
higher wages and job stability.®

Meanwhile, as sociologist Frank Weed argues, companies like CF&I also enforced unprecedented
surveillance, justified through claims of scientific necessity. CF&I officials insisted that "[s]ociology is
not a passing fancy or a matter of sentiment. It is a science and a necessity."*° Such framing positioned
managerial intrusion not as arbitrary authority but as objective expertise necessary for social progress.
Indeed, the minutes of CF&I's Sociological Department meetings reveal how managers deliberately
crafted the language of scientific objectivity to legitimize their surveillance programs. At one 1902
meeting, department head Richard Corwin reminded investigators that their reports must emphasize
"hygienic necessity" and "principles of sociology" rather than company interests when documenting
worker behaviors outside of the workplace. Finally, Smith and Tennent's research demonstrates that
Employee Representation Plans (ERPs) functioned primarily "to legitimize big business in the eyes of
external, non-worker stakeholders" rather than democratize workplace governance.!! As they document,
ERPs at companies like International Harvester resolved only 38% of worker grievances while
neutralizing countless others through procedural delays, effectively channeling discontent into
institutional dead ends. These low resolution rates reveal how even seemingly democratic mechanisms
could be refashioned into tools of managerial control under the veneer of reform.

While such practices underscore the coercive potential of corporate welfare, scholarly
interpretations remain divided. In contrast to those who see corporate welfare through a cynical lens as a
pragmatic method of protecting the bottom line, other scholars contend that company-sponsored benefits
emerged from genuine Progressive faith in environmental determinism and social reform. This more
optimistic "believers" school includes biographers of Ford, such as Vincent Curcio, who notes that the
“announcement of the five-dollar day for eight hours of work on January 5, 1914, created
pandemonium...Business leaders around the country were shocked."'? This reaction reveals how Ford's
wage policy represented a genuine break with industrial norms. Samuel Marquis, another Ford
biographer, recorded the corporate leader’s explicit reformist ambitions: "We want to make men in this
factory as well as automobiles."*® This statement framed industrial production as simultaneously material
and social—manufacturing both commaodities and citizens. But even these reformist impulses were
shaped by deep cultural assumptions: what it meant to be a 'man' in this context was racially and morally
coded. Some “believers” also emphasize the genuine humanitarian impulses behind many welfare
initiatives. Howard Gitelman documents how reform efforts like Gertrude Beeks’ work at International
Harvester and Ida Tarbell's investigations of Standard Oil pushed influenced corporate leaders to embrace
more humane labor practices.*

8 Ford R. Bryan, Henry’s Lieutenants (Detroit: Wayne State University Press, 1993), 207.

9 Allan Nevins and Frank Ernest Hill, Ford: The Times, the Man, the Company (New York: Charles Scribner’s Sons, 1954);
Stephen Meyer 111, The Five Dollar Day: Labor Management and Social Control in the Ford Motor Company, 1908-1921
(Albany: State University of New York Press, 1981). For similar views, see also Nevins and Hill’s Ford: The Times, the Man,
the Company, and Meyer’s The Five Dollar Day.

10 Frank J. Weed, "The Sociological Department at the Colorado Fuel and Iron Company, 1901-1907: Scientific Paternalism and
Industrial Control," Journal of the History of the Behavioral Sciences 41, no. 3 (2005): 269.

1 Andrew D. A. Smith and Kevin D. Tennent, "The Employee Representation Plan Movement in the United States, 1913-1935:
The Attempted Legitimation of Novel Organizational Forms," Economic and Industrial Democracy 45, no. 2 (2024): 16.

12 Vincent Curcio, Henry Ford (New York: Oxford University Press, 2013), 79.

13 Samuel S. Marquis, Henry Ford: An Interpretation (Detroit, Michigan: Wayne State University Press, 2007), 153.

14 Howard M. Gitelman, Legacy of the Ludlow Massacre: A Chapter in American Industrial Relations (Philadelphia: University
of Pennsylvania Press, 1988), 58-60.
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These social reformers, often women with backgrounds in settlement house movements, brought
Progressive values into corporate settings and advocated for worker welfare out of sincere concern for
industrial conditions.

The “believers” suggest that corporate welfare proponents should be judged by contemporary
standards of business and labor. As Stuart Brandes notes, in “an era when the government provided
virtually no social safety net, corporate welfare represented a genuine advance in material conditions for
many workers."'® By early twentieth-century standards, these programs offered unprecedented benefits—
medical care, educational opportunities, and improved housing—that meaningfully improved workers'
lives in tangible ways.

Finally, a third set of scholars of Progressive Era corporate welfare focuses on the agency of
workers, suggesting that workers selectively embraced welfare programs through strategic calculation
rather than coercion. As Gerald Zahavi argues in his study of Endicott Johnson, "[w]orkers were not
passive recipients of corporate largesse, but shrewd negotiators who traded certain forms of loyalty for
tangible benefits they valued."%® This perspective, which decenters the narrative away from corporate
agendas, frames welfare capitalism as a negotiated arrangement rather than a system imposed from above.

These three perspectives have merit and add complexity to one’s understanding of labor, welfare,
and capitalism in the Progressive Era. While each perspective illuminates important dimensions of
welfare capitalism, this paper advances a synthetic interpretation that examines how welfare programs
functioned simultaneously as instruments of both reform and control. By analyzing these programs
through the lens of race, gender, and citizenship formation, | demonstrate that the seemingly contradictory
aspects of welfare capitalism—its material generosity alongside its disciplinary mechanisms—were in
fact complementary strategies within a larger project of producing an idealized industrial citizen. This
approach builds upon the pragmatist critique of power relations while acknowledging the genuine
improvements highlighted by believers, ultimately revealing how welfare capitalism's reformist veneer
masked more fundamental processes of social and racial engineering. It seeks to avoid the tendencies of
some “believers” and “pragmatists” to construct an either/or binary in which Ford either exemplifies
corporate greed or largesse, and to treat workers as objects, rather than subjects, of corporate paternalism.
The material benefits were real, but so were the costs to worker autonomy and the exclusionary
boundaries around who could access those benefits. By distinguishing "deserving™ from "undeserving"
workers based on cultural, moral, and racial criteria, welfare capitalism did not simply mitigate industrial
hardship; it redefined citizenship itself in ways that privileged conformity over rights, belonging over
entitlement, and individual character over collective solidarity.

Engineering the Moral Worker: Ford's Sociological Department

Ford's establishment of its Sociological Department in 1914 represented a revolutionary
intervention in industrial management that explicitly linked economic advancement to moral behavior.
Through systematic surveillance mechanisms, standardized evaluative criteria, and comprehensive
domestic inspection, Ford created an unprecedented system of worker regulation that transformed the
employment relationship from economic exchange to comprehensive social contract.’

Ford's five-dollar day wage program doubled prevailing wages while reducing the workday from
nine to eight hours—a genuinely transformative initiative that materially improved workers' living
standards. However, the Ford $5 Day Wage Announcement Poster (Figure 1) visually encapsulates the

15 Stuart D. Brandes, American Welfare Capitalism, 1880-1940 (Chicago: University of Chicago Press, 1976), 32.

16 Gerald Zahavi, Workers, Managers, and Welfare Capitalism: The Shoeworkers and Tanners of Endicott Johnson, 1890-1950
(Urbana: University of Illlinois Press, 1988), 102.

7 Ford Motor Company, Manual of Procedures, Sociological Section, Sociological Department Records, Accession 940, Box 17,
Collections of The Henry Ford, Dearborn, Ml, ca. 1946.
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paradox of Ford's welfare program. The poster prominently displays "$5.00 PER DAY MINIMUM" in
large, bold type at the center, drawing immediate attention to the monetary reward, while relegating
eligibility requirements to smaller text at the bottom. This visual hierarchy emphasizes financial incentive
while downplaying the behavioral requirements, creating an impression of uncomplicated generosity that
masked the program's disciplinary function. The poster's typography emphasizes the monetary reward
while visually omitting behavioral requirements, suggesting that welfare served both as an incentive and a
regulatory tool. This careful visual prioritization reflects Ford's larger strategy: use visible generosity to
conceal the invisible discipline that sustained it. Among the explicit behavioral conditions was that
workers received the full wage only if they demonstrated they were "sober, saving, steady, and
industrious.” ¥ This conditional benefit reflected a profound transformation in how capitalism
conceptualized the relationship between productivity and morality. Workers were no longer paid solely
for what they produced; they were paid for who they were. Each of the required traits functioned not
merely as a measure of job performance but as a proxy for moral worth. Sobriety signaled moral restraint
and temperance, a rejection of vice and indulgence. Saving reflected thrift and long-term responsibility,
aligning with ideals of self-discipline and deferred gratification. Steadiness conveyed emotional self-
control and reliability — a capacity to conform to both workplace and societal expectations.
Industriousness, finally, idealized ceaseless hard work as a virtue in itself, independent of material need.
Collectively, these values drew directly from the Protestant work ethic, embedding religious and
moralized understandings of virtue into industrial compensation structures. Workers had to embody a
middle-class ideal of disciplined selfhood to be considered deserving of economic security.

‘GOLD RUSH
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Figure 1: Ford’s $5 Day Wage Announcement Poster (1914)

18 Bryan, Friends, Families & Forays, 278.
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To enforce these standards, the Sociological Department deployed investigators who conducted
unannounced home visits using standardized evaluation forms. Former Sociological Department
employee Anthony Harff's oral history provides vivid documentation of this intrusive surveillance: "Men
would hide their beer bottles before the inspectors came. If you were caught drinking, you got demoted or
fired."® This testimony reveals not just the invasiveness of Ford's surveillance but also how workers
strategically resisted it through concealment. Surveillance shaped not only behavior but domestic spatial
arrangements—xkitchens were cleaned before inspection days, alcohol was hidden, and wives were
instructed to appear homebound.

Published memoirs reveal significant debates about surveillance practices even within Ford
management. Ford biographer and former production chief Charles Sorenson documented widespread
worker resentment, noting that the "Sociological Department caused more resentment than gratitude.
Workers hated the snooping."# This insider critique suggests that welfare capitalism generated contested
perspectives even among corporate leadership. While reformers praised the program's outcomes,
engineers and foremen often saw the program as an obstacle to morale and productivity, revealing a deep
tension between production goals and moral policing.

Engineering the Racially "'Fit" Worker: CF&I and Eugenics

Colorado Fuel and Iron Company’s corporate welfare programs were not merely paternalistic;
they were infused with contemporary racial “science” that sought to categorize workers according to
racial, cultural, and ethnic hierarchical standards. Under Dr. Richard Corwin, CF&I's Sociological
Department did not simply reflect eugenic thinking—it operationalized it. As Clason and Rees note,
Corwin's philosophy of labor management was grounded in the belief that "through eugenics is the only
hope of improving our race or saving our nation."?! These words were not rhetorical flourishes. They
were blueprints that formed the very structure of CF&I’s welfare programs that reinforced racial
hierarchies and produced starkly different lived experiences for workers of various ethnic backgrounds.
As shown in Figure 2, the Colorado Supply Company Table demonstrates how welfare benefits were
materially stratified: food rations and household goods were allocated differently based on ethnicity.
Italian and Slavic workers were offered a wide variety of goods at subsidized rates, while Mexican
workers faced restricted options and inflated costs.? This arrangement, grounded in the company’s
perception of racial value, functioned as more than a pricing system and directly shaped nutritional
outcomes and the contours of household life. CF&I’s bilingual publications reinforced these divisions
through deliberate choices about how different ethnic groups were portrayed. In the company promotional
magazine Camp and Plant, Italian and Slavic families appeared in celebratory photo essays and school
profiles, while Mexican laborers were relegated to statistical tables or shown as anonymous masses in
construction photos.Z This editorial strategy transformed visibility itself into a currency of belonging,
with certain immigrant groups featured as success stories while others reduced to faceless statistics.

19 Anthony Harff, "The Reminiscences of Mr. Anthony Harff," Oral History Interview, September 12, 1953, Accession 65, Ford
Reminiscences Oral Histories, Benson Ford Research Center, Dearborn, Ml, 14.

20 Charles E. Sorenson, My Forty Years with Ford (New York: Norton, 1956), 174.

2L Brian Clason and Jonathan Rees, "Dr. Richard Corwin and Colorado's Changing Racial Divide," in Making an American
Workforce: The Rockefellers and the Legacy of Ludlow, ed. Fawn-Amber Montoya (Denver: University Press of Colorado,
2014), 33.

22 Colorado Fuel & Iron Company, "Colorado Supply Company Table," CF&I Administrative Records, Series 11, Box, 14, Folder
3, Steelworks Center of the West, Pueblo, Colorado.

23 Colorado Fuel & Iron Company, Camp and Plant (1901-1904), CF&I Sociological Department Records, Box 23, File 7,
Steelworks Center of the West, Pueblo, Colorado.
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Figure 2: Colorado Supply Company Table

If the photograph staged a racialized ideal of industrial order, the layout of worker housing at
Minnequa Steelworks turned that vision into lived geography, translating visual hierarchies into concrete,
spatial ones. The staged photograph "Industrial Workers in the Early 20th Century" (Figure 3) reveals this
visual hierarchy at work. White workers appear sharply lit and centered in the foreground, operating
machinery or in supervisory positions, while workers of color are positioned in shadows or along the
margins of the frame.?* By analyzing the specific composition techniques—Ilighting, positioning, focal
point—we can see how photography served not merely to document but to construct a racialized
understanding of industrial competence.

Figure 3: Industrial Workers in the Early 20th Century

24 Colorado Fuel & Iron Company, "Industrial Workers in the Early 20th Century," Photograph #2389-B, CF&I Photographic
Collection, Box 3, Folder 12, Steelworks Center of the West, Pueblo, Colorado.
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The architectural organization of worker housing at Minnequa Steelworks (Figure 4) provides the
most concrete evidence of welfare capitalism's racial engineering. Housing was arranged in concentric
rings around the plant, with proximity to the facility corresponding directly to ethnic hierarchy. White
American skilled workers and managers occupied the innermost circle, followed by housing for European
immigrants, while Mexican workers were relegated to the outermost periphery separated by both rail lines
and fencing.?® This spatial arrangement transformed physical distance into a materialized social hierarchy,
with daily movement through space reinforcing racial differentiation.

Figure 4: Minnequa Steelworks

As Elizabeth Esch and David Roediger have shown, this kind of racialized labor management
was not unique to CF&I. Frederick Winslow Taylor himself used race as a tool of control, introducing
Black workers to Midvale Steel in order to disrupt ethnic solidarity, and promoting the idea that different
racial groups were suited for different industrial roles.? Like Taylorism, CF&I’s welfare programs
cloaked racial engineering in the language of scientific management, making race an invisible but
structuring force in industrial order.

These varied mechanisms of racial sorting demonstrate that Progressive Era welfare capitalism
operated not simply through blunt exclusion but through sophisticated systems of graduated belonging.
The language of improvement and scientific management masked what was fundamentally a project of
racial engineering, with benefits carefully calibrated to reinforce rather than challenge existing
hierarchies.

% Colorado Fuel & Iron Company, "Minnequa Steelworks," Aerial photograph #3561-C, CF&I Photographic Collection, Box 9,
Folder 2, Steelworks Center of the West, Pueblo, Colorado.

2 Elizabeth D. Esch and David R. Roediger, The Production of Difference: Race and the Management of Labor in U.S. History
(New York: Oxford University Press, 2012), 23-24.
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Engineering Civic Loyalty: Education, Patriotism, and Workplace Democracy

Beginning in the 1910s and intensifying through the 1920s, in response to labor unrest, political
instability, and mass immigration, companies like Ford and CF&I launched new welfare initiatives that
sought to preempt unionization and government interference.?” Waves of militant strikes and the specter
of socialism and anarchism created a climate of fear among industrialists, who responded with rising
nativist sentiment, including support for government-sponsored patriotic propaganda during World War |
and the postwar Red Scare.? In this context, industrial leaders used corporate welfare to manage behavior
and reshape civic identity. In schools, patriotic ceremonies, and symbolic displays of patriotism, they
positioned themselves as engineers of loyalty, aligning industrial discipline with ideals of national
belonging.?®

This fusion of corporate and civic identity formation was exemplified by the Ford English School
ceremonies. As detailed in company publications, immigrant workers participated in theatrical
graduations where they entered dressed in traditional costumes, walked through a symbolic "melting pot"
on stage, and emerged wearing American business attire while waving American flags and singing
patriotic songs.® These performances enacted a public conversion narrative from ethnic distinctiveness to
homogenized American identity, with Ford cast as the institutional agent of this transformation.

The Ford English School curriculum reinforced this assimilationist mission through materials that
intertwined language acquisition with ideological conditioning. Lessons in basic English were structured
around mantras like "I am a good American" and "Who made America great? The American workman
who is clean, honest, and industrious."3!

Through this pedagogical approach, linguistic competence became inseparable from political
conformity and moral virtue. CF&I applied civic engineering even to children through company schools
with carefully designed reading materials. Stories like "A Good Miner's Son" featured narratives in which
children who demonstrated loyalty to the company—by reporting safety hazards or signs of union
activity, for example—were rewarded with improved family housing or educational opportunities.®? By
targeting the second generation, CF&I sought to cultivate civic values that normalized corporate authority
from an early age.

Language use within domestic spaces became another critical metric in assessing civic
integration. Ford's detailed inspection protocols instructed home visitors to document whether English
was spoken in family settings, with continued use of native languages flagged as evidence of incomplete
Americanization.®® This surveillance transformed private linguistic choices into public demonstrations of
civic allegiance.

The ERPs established by CF&I and other companies provided perhaps the most sophisticated
mechanisms for civic engineering. Rather than simply prohibiting independent labor organizing, these

27 Erik De Gier, “Welfare Capitalism in America, 1880-1930,” in Industrial Paternalism and Labor Policy in the United States
(Rotterdam: Erasmus University, 1986), 43-45; Richard Feldman and Michael Betzold, Socializing Capital: The Rise of the
Sociological Department at Ford (Detroit: Wayne State University Press, 1985), 27-31.

28 Georgios Paris Loizides, ““Making Men’ at Ford: Ethnicity, Race, and Americanization during the Progressive Era,” Michigan
Sociological Review 21 (2007): 109-148.

2 Vincent Curcio, Henry Ford (New York: Knopf, 2002), 197-201; Jonathan Rees, Representation and Rebellion (Boulder:
University Press of Colorado, 2010), 77—79.

30 Vincent Curcio, Henry Ford (New York: Oxford University Press, 2013), 85.

31 Ford Motor Company, "Facts from Ford," Ford Motor Company Non-Serial Publications Collection, Accession 951, Box 16,
Collections of the Henry Ford, Dearborn, MI, 1920, 24.

32 Colorado Fuel & Iron Company, Camp and Plant (1901-1904), CF&I Sociological Department Records, Box 23, File 7,
Steelworks Center of the West, Pueblo, Colorado, June 1903 issue, 12-15.

33 Ford Motor Company, Manual of Procedures, Sociological Section, Sociological Department Records, Accession 940, Box 17,
Collections of The Henry Ford, Dearborn, Ml, ca. 1946, 32.
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company-sponsored councils mimicked democratic structures while carefully constraining their scope.
As the historian Greg Patmore's research on the Minnequa Steelworks reveals, ERPs "institutionalized
conflict rather than producing mutual understanding,” channeling worker grievances into approved
formats while preventing challenges to fundamental power relations.® Through these systems, companies
offered a simulation of democratic participation that inoculated workers against more radical forms of
collective action.

What distinguished these corporate citizenship programs from earlier paternalistic efforts was
their explicit connection to national identity during a period of heightened nativism and nationalism. By
positioning themselves as agents of Americanization, companies like Ford and CF&I gained public
legitimacy for their welfare initiatives while simultaneously governing their diverse workforces. The
worker-citizen that emerged from these programs was defined not by rights or entitlements but by
practices of loyalty, linguistic conformity, and regulated participation—a model of civic belonging that
both served corporate interests and assuaged nationalist anxieties.

Defining the Boundaries: Who Was Left Out

Corporate welfare initiatives claimed universality while operationalizing exclusion through
mechanisms that limited access based on gender norms, racial classification, and political compliance.
Ford's welfare system actively enforced gendered divisions of labor through household inspection
protocols that classified as morally deficient family situations in which women worked outside the home.
As Samuel Marquis's records indicate, investigators regularly penalized families whose "wives are going
out to work," regardless of economic necessity.*® This policy enforced a specifically gendered vision of
industrial citizenship, with the male breadwinner wage model elevated as both moral imperative and
condition for receiving company benefits. As one Ford investigator put it, the “wife’s absence from the
home... is a matter of moral concern as much as economic.”?’

Just as Ford's moral scrutiny extended into the domestic sphere, the CF&I implemented
normative judgments into their administrative procedures. For example, racial boundaries were enforced
not through explicit exclusions but through housing application forms that required racial identification.®
Similarly, internal memoranda indicate that improved accommodations were preferentially allocated to
"more assimilable races."* The physical evidence of this segregation remains visible in company records,
as aerial photographs of Minnequa Steelworks reveal a carefully stratified housing arrangement where
"management areas were separated from immigrant worker housing, and non-white laborers lived in
isolated camps."*’ The Colorado Supply Company's differential pricing policies for household necessities
further reinforced these hierarchies, with company store credit terms varying based on a worker's position
in the racial hierarchy.** Camp and Plant publications euphemistically described these arrangements as

34 Jonathan Rees, Representation and Rebellion: The Rockefeller Plan at the Colorado Fuel and Iron Company, 1914-1942
(Boulder: University Press of Colorado, 2010), 77-79; Mark Smith and Peter Tennent, Industrial Citizenship and the Illusion
of Reform: Employee Representation in the Progressive Era (New York: Labor History Press, 2024), 118-121.

% Greg Patmore, "Employee Representation Plans at the Minnequa Steelworks, Pueblo, Colorado, 1915-1942," Business History
49, no. 6 (2007): 857.

36 Marquis, Henry Ford: An Interpretation, 152.

37 Samuel S. Marquis, Memoranda from the Ford Sociological Department, 1915, Ford Archives, Dearborn, MI, Box 7, Folder 3.

38 Colorado Fuel & Iron Company, "Housing Application Forms," CF&I Administrative Records, Series 111, Box 27, Folder 9,
Steelworks Center of the West, Pueblo, Colorado.

3 Clason, Brian, and Jonathan Rees, "Dr. Richard Corwin and Colorado's Changing Racial Divide," in Making an American
Workforce: The Rockefellers and the Legacy of Ludlow, ed. Fawn-Amber Montoya (Denver: University Press of Colorado,
2014), 37.

40 Colorado Fuel & Iron Company, "Minnequa Steelworks," Aerial photograph #3561-C, CF&I Photographic Collection, Box 9,
Folder 2, Steelworks Center of the West, Pueblo, Colorado.

41 Colorado Fuel & Iron Company, "Colorado Supply Company Table," CF&I Administrative Records, Series I, Box 14, Folder
3, Steelworks Center of the West, Pueblo, Colorado.

Corporate Welfare and the Invention of Industrial Humanity in the Progressive Era 443



International Journal of Social

Volume 8, Issue 8

Science Research and Review August, 2025

"appropriate clustering of compatible groups,” while in practice they maintained sharp divisions.*? This
bureaucratic sorting mechanism allowed the company to maintain racial hierarchies while presenting its
policies as neutral administrative procedures.*?

Economic control extended beyond the workplace through closed commercial systems like the
Colorado Supply Store, which operated on a scrip system documented in Figure 5. Workers received
compensation in company-issued tokens redeemable only at corporate establishments, creating a closed
economic circuit where purchasing choices became another site of surveillance and control.** This
arrangement not only extracted additional profit but eliminated consumption as a potential space for
worker autonomy.

Figure 5: Colorado Supply Store Script

Corporate publications reinforced ideological boundaries by explicitly framing organized labor as
anti-American. Articles in Camp and Plant warned against "agitators” and praised loyal workers as
exemplars of patriotic citizenship, effectively equating workplace dissent with national disloyalty.*® This
discursive strategy transformed labor politics into questions of national belonging, with union
sympathizers cast as hostile to American values.

Workers responded to these imposed boundaries with sophisticated strategies of negotiation and
resistance that reveal both the power and limits of corporate welfare systems. Oral histories document
how Ford workers developed neighborhood-level coordination to prepare for inspection visits, with ex-
employee Josephine Kulick recalling that "the whole street knew the routine—we'd signal each other
when the Ford men were spotted."“¢ These collective responses transformed individual compliance into
shared resistance, creating hidden networks of solidarity beneath the appearance of conformity. For
example, at CF&I, immigrant workers subverted company surveillance by deliberately manipulating

42 Colorado Fuel & Iron Company, Camp and Plant (1901-1904), CF&I Sociological Department Records, Box 23, File 7,
Steelworks Center of the West, Pueblo, Colorado.

43 Rees, Jonathan, Representation and Rebellion: The Rockefeller Plan at the Colorado Fuel and Iron Company, 1914-1942
(Denver: University Press of Colorado, 2010), 75.

44 Colorado Fuel & Iron Company, "Colorado Supply Store Script," CF&I Administrative Records, Series I, Box 18, Folder 4,
Steelworks Center of the West, Pueblo, Colorado.

45 Colorado Fuel & Iron Company, Camp and Plant (1901-1904), CF&I Sociological Department Records, Box 23, File 7,
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language. Company records contain repeated complaints from inspectors that Slavic workers "answered
questions with unrelated responses while appearing cooperative."4’ Frank Weed notes that such tactics
allowed workers to maintain plausible deniability while avoiding direct confrontation, effectively
preserving pockets of autonomy within a tightly monitored system. *® This tactic of feigned
misunderstanding allowed workers to maintain an appearance of compliance while preserving spheres of
autonomy within an otherwise tightly monitored system.

Workers also reappropriated corporate programs for their own purposes, turning spaces of
assimilation into sites of community building. Rosa Marian's testimony about Ford's educational
initiatives reveals how "men would attend class to learn English, but afterward would gather to share
news from the old country, arrange marriages, and coordinate mutual aid societies."*® As Feldman and
Betzold document, these informal networks often flourished beneath the formal structure of the English
School, allowing workers to maintain ethnic cohesion while appearing compliant.®® Oral history
transcripts housed in the Benson Ford Research Center further reveal how workers used inspection
schedules and school rosters to coordinate religious observances and cultural meetings outside of
company purview.% Georgios Loizides adds that immigrant workers at Ford frequently “internalized
surface-level lessons while resisting their ideological core,” using the structure of the program to
strengthen communal ties rather than dissolve them.%? Ford’s classrooms often became places where
solidarity deepened through shared adaptation and quiet defiance. This repurposing of institutional spaces
demonstrates how workers transformed tools of cultural erasure into resources for maintaining ethnic
solidarity.

Perhaps most significantly, the material benefits of welfare capitalism sometimes provided
resources that enabled rather than prevented collective action. Union organizers observed that Ford's five-
dollar wage policy had ironically “created a workforce with savings, who could afford to challenge
policies without immediate fear of destitution."5® This unintended consequence reveals the inherent
contradiction within welfare capitalism. The material benefits it afforded could provide a foundation for
the very forms of worker autonomy it sought to prevent.

These varied responses complicate simple narratives of corporate dominance or worker
subjugation. As James Scott's framework of "everyday forms of resistance" helps us understand, workers
navigated welfare capitalism through complex performances that combined public compliance with
private subversion.>* The boundaries of industrial citizenship were not simply imposed from above but
constantly negotiated through these daily interactions.

Corporate welfare shaped not only worker-management relations but also influenced emerging
public welfare initiatives of the period. As contemporaneous studies by the U.S. Commission on
Industrial Relations documented, corporate welfare programs often served as models for early
government efforts to address social needs. These programs transmitted the companies’ conditional
approach to benefits and their emphasis on moral qualification of public policy.*® The interplay between
private and public welfare systems during the Progressive Era established patterns that would influence
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later developments in American social policy throughout the early twentieth century. For example,
elements of employer-driven welfare logic were embedded in New Deal programs like Aid to Dependent
Children, which often excluded unmarried mothers or those deemed morally unfit.%® Similarly, Social
Security initially excluded agricultural and domestic workers—jobs disproportionately held by Black and
immigrant laborers—thus extending the Progressive Era’s racialized boundaries of belonging into federal
policy.®” In the postwar era, employer-sponsored health insurance became the dominant model for social
provision, reinforcing the idea that basic needs like medical care should be tied to job status and
workplace discipline rather than guaranteed as a civic right.%® In this way, corporate welfare left a lasting
legacy on American social policy, embedding ideals of conditional support and exclusion that extended
well beyond the workplace.

Conclusion: Corporate Welfare and the Invention of Industrial Humanity

The paper's exploration of workplace monitoring, racial stratification, and civic engineering
reveals the multifaceted nature of industrial discipline during the Progressive Era. Companies developed
sophisticated systems that operated across moral, racial, and political dimensions. This approach allowed
welfare capitalism to appear benevolent while maintaining fundamental power imbalances—providing
real material improvements while ensuring that these benefits reinforced rather than challenged existing
hierarchies. Yet worker responses to these systems demonstrate both the power and limits of corporate
welfare as a disciplinary mechanism. Through strategies of negotiation, reappropriation, and hidden
resistance, workers created spaces of autonomy within the constraints of welfare capitalism. These
responses reveal that the production of industrial humanity was never a completed project, but an ongoing
site of conflict where workers asserted alternative visions of belonging and entitlement.

The greatest significance of Progressive Era corporate welfare may lie in how it helped establish
a distinctively American approach to social provision that linked benefits to employment rather than
citizenship. By locating welfare within the employment relationship and conditioning it on conformity to
particular behavioral and cultural norms, these corporate experiments established precedents that would
shape subsequent debates about social rights and responsibilities in American society.

This historical investigation ultimately challenges us to recognize the complex motives, intended
and unintended effects, and legacies of Progressive Era reform. Corporate welfare initiatives of this
period offered genuine material improvements while reinforcing systems of exclusion based on gender,
race, and political compliance. By understanding this paradoxical history, we gain insight into enduring
tensions within American liberalism between improvement and discipline, opportunity and control,
capitulation and resistance, freedom and conformity.
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