
Philip Bayard Crosby (1926-2001) was a quality professional, consultant and author who 
wrote Quality is Free in 1979. He established practical ideas to explain and communicate 
quality improvement practices.

Crosby’s career began in 1952, after serving in World War II and Korea, working on the 
assembly line at Crosley Corporation. He then became a senior quality engineer at the 
Martin Company where he developed the Zero Defects concept. He went on to found Philip 
Crosby Associates and taught management how to establish a preventative culture to get 
things done right the first time.

He was seen by global corporations as an innovator who changed the way organisations 
achieved efficiency, reliability and profitability. 

Management must be committed to 
improving the quality in a company and 
this should be evident to all employees.

Create a committee to ensure there 
are zero defects in your products and 
services.

Ensure that your supervisors can carry out 
the tasks required of them.

Increase awareness by holding a quality 
event, called a zero defects day.

Involve everyone in the goal setting 
process to ensure commitment from the 
wider company.

Eliminate causes of error to 
guarantee the success of your quality 
improvement efforts.

Employees are more likely to 
participate if their efforts are 
recognised.

The quality council should meet regularly 
to discuss ideas for improvement.

Repeat the previous steps to ensure 
continuous improvement.

Form a quality improvement team made 
up of employees that are passionate 
about quality.

Measure quality to determine where 
there is room for improvement.

Determine what the cost of 
nonconformance to standards would be.

Raise employee awareness to the 
importance of quality management.

Take corrective action to eliminate the 
defects that have been identified.

Crosby’s approach to quality, as seen in Quality is Free, has been summarised into 14 steps:

“Quality is the result of a carefully constructed cultural environment. 
It has to be the fabric of the organisation, not part of the fabric.”

As part of the CQI’s centenary celebrations, we are looking at the past 
100 years, focusing on each decade, to provide readers with an example  
of a major development that influenced the quality profession.
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