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			Praise for Charlie Garbutt and Lean Construction

			A True Southern Gentleman: Any reference book which should include such a definition could simply use Charlie Garbutt as the description of a true southern gentleman. 

			From our very first phone conversation when looking for a partner on the Old Governor’s Mansion, Charlie’s response was one of soft-spoken simplicity: “Why do you need me?” As a contractor, there could be many responses. We talked, and the pride in his father’s work ethic serving the community with a drug store, his personal commitment to the industry by leading AGC, and sincere caring for his long-time staff at Garbutt Construction were immediately noticed as being part of what makes Charlie unique. He comes up with creative ways to sell an owner on why his team is best qualified to be of service with a straightforward “The stars are in perfect alignment,” which, when combined with his honest persona, can close the deal and quickly win a project. But it’s not enough to simply sell. Charlie knows and manages the details of each of his projects. He has ownership with the personal delivery of the “Close Out Express” red wagon at the end of each project. When Charlie calls you a friend, you know it truly means something. I am reminded every Christmas with the treasured “secret family recipe” jar I receive. 

			So, Charlie, to answer your question to your original statement from so many years ago, “Why do you need me?” It is simple. Our world needs more folks like you, Charlie Garbutt. Our lives are made of memories, and working with and knowing Charlie Garbutt is one of those memories, both personally and professionally, I will never forget.

			—Ronald Staley, FAPT

			Senior Vice President, The Christman Company

			Charlie Garbutt is a well-recognized and respected leader in our industry. I have known Charlie for almost twenty years through our work together at the Associated General Contractors organization, as well as from partnering on projects. Charlie is known and has always been recognized for his skill, integrity, and responsibility within the construction industry. I am honored to call Charlie Garbutt a mentor, partner, and friend. Charlie is also recognized within the industry as a leader in Lean Construction implementation and training.

			—Doug Davidson

			Chairman/CEO, New South Construction

			Georgia Military College has participated as the using agency in two recent projects with Garbutt Construction, utilizing Lean Construction Planning. Lean planning proved to be critical in meeting the schedule on both projects. The first project was the renovation of a one-hundred-plus-year-old vacant structure, and the second was a green field project. Lean planning allowed the superintendent and the subcontractors to readily see conflicts before they occurred and develop alternative plans to avoid them. Critical requirements for the system to function properly are accurate information from the subs and a knowledgeable superintendent to manage the process. I am absolutely certain that Lean planning smoothed the construction process, resulting in lower cost and improved delivery for Georgia Military College.

			—Jeff Gray

			Vice President of Engineering, Georgia Military College

			Charlie Garbutt often refers to his “small construction company,” but Charlie is no small contractor. Just the opposite, in fact. He looms large as a leader, learner, and liver-by-example. Gandhi said: “There go my people. I must follow them, for I am their leader.” Charlie’s “people” are his colleagues, subcontractors, and suppliers who assemble to also make challenging “pilgrimages.” How he engages them in the service of building and restoring structures is the essential lesson of this important and valuable story. 

			—Tony Aeck, FAIA

			 Lord Aeck Sargent

			Meet a true Lean champion. Charlie is a creative thinker and a leader in his market. For years, he has successfully focused on ways to set his company apart from the competition and deliver value to his customers. Early on, Charlie embraced the concepts of Lean Construction and incorporated them into his organization. Read Charlie’s story and be inspired to improve your organization. 

			—James Braswell

			CM-Lean, LEED-AP, President, Langston Construction Company
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			In memory of my father, Robert “Rusty” Garbutt, 
who taught me the nobility of hard work
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			Foreword

			Twenty years ago, in 1997, the two founders of Lean Construction in America (and eventually the entire world), Glenn Ballard and Greg Howell, came to see Leo Linbeck, the president of the construction company where I worked, and me to tell us about what they were founding—a new way to see.

			They had learned about the Toyota Production System and believed that its philosophy, principles, and concepts, and a very big concept of their own, could revolutionize and greatly improve design and construction. It has. 

			They were calling it Lean Construction, after the term that three MIT professors had used to describe what Toyota had been doing: Lean Manufacturing.

			Lean Manufacturing and Lean Construction have been revolutionizing the world.

			Our company and four others put forth funds for Ballard and Howell to found the Lean Construction Institute. Those of us there at the beginning, and our projects, became laboratory settings for experimenting with, learning about, and improving Lean Construction. 

			What Glenn Ballard and Greg Howell were teaching us, and leading us to try, was very different from “the way we had always done” construction.

			While many of us were intrigued by, and trying, these fresh new ideas and their results, change is hard for people. There were doubters, and regular refrains from those were, “We already do all of that stuff, have been for years. We just call it something else,” or, “I’ve been doing construction for thirty years, and I see no reason to change,” or, “This will just turn out to be the flavor of the month, and no one will be paying any attention to this in a couple of years.”

			Twenty years later, not only are people still learning and applying Lean Construction, but it has spread all over the world and is approaching, if not already at, the tipping point for the way facilities will be designed and constructed for the foreseeable future . . . .

			I was lucky, twenty years ago, because life events and my response to them had recently opened me up to welcome change and to see where it might take me. I found that to be so much more intriguing than just doing things the same old way.

			A little over twenty-one years ago, I was presented with some major opportunities to begin to reinvent myself and the way I saw things. It is important to say “begin to reinvent myself,” because such a task can never be completed in a lifetime, but beginning, continuing, and unlocking fresh new ideas is an exciting way to live.

			Changes in my personal life showed me the possibility to become unstuck from whom I might have been, forever. I bought a forty-year-old Volkswagen oval window sedan (sixty years old now) as my only car. Sensing a potential new view of my world, I named my Volkswagen “Paradigm Shift.”

			I began to look and listen in a new and better way.

			Paradigm Shift, (PS, for short) was the first guide along this new pathway. The second guide became my spiritual muse, Nancy, who opened my heart to new voices, new rooms. Leo set us upon our Lean Journey. A fourth was David Neenan, a teacher, architect, and builder, who met conundrums with a fresh new surrender in which he would say, “I don’t know nothing yet, but I can learn! If I approach the world as if I already know, how can I learn anything new?”

			In turn, David introduced me to the wisdom of Eric Hoffer, who said: 

			“In times of change, learners inherit the earth; while the (knowers) find themselves beautifully equipped to deal with a world that no longer exists.”

			Grace Hopper then called to my attention: 

			“The most dangerous phrase in the language is: ‘We’ve always done it this way.’”

			Buckminster Fuller told us that “humans are allergic to and resist change,” and, “you never change things by fighting the existing reality. To change something, build a new model that makes the existing model obsolete.”

			“You cannot change how someone thinks, but you can give them a tool to use which will lead them to think differently.” 

			Building a new model is what my teachers/guides, Glenn Ballard and Greg Howell, did when they developed The Last Planner® System and created the Lean Construction Institute as a research body for studying and improving their new models.

			Buckminster Fuller also said: 

			“If I ran a school, I’d give the average grade to the ones who gave me all the right answers, for being good parrots. I’d give the top grades to those who made a lot of mistakes and told me about them, and then told me what they learned from them.”

			David Neenan put a large gong in the lobby of his office and made it a part of their culture that when anyone made a mistake, they were expected to ring the gong, inviting others to come and learn from the mistake. At first the gong rang often, but gradually it rang less and less as they learned from their, and others’, mistakes. Rather than hide them, they celebrated their mistakes, and learned.

			So, for me and my reinvention adventure, I owe many thanks to many, especially Paradigm Shift, Nancy Bolton, Leo Linbeck, Glenn Ballard, Greg Howell, David Neenan, Eric Hoffer, Grace Hopper, Buckminster Fuller, and many other Lean Design and Construction thinkers, teachers, and practitioners.

			A great adventure is to reinvent ourselves and continuously learn and improve. Many never give themselves the chance to take such a trip. I am very grateful for my leap.

			From these influencers and a freedom of thought arising within me, I discovered Lean Construction. It has been, so far, a twenty-one-year progress of discovery and reinvention. It has become a worldwide revolution from a world of adversary to one of respect, collaboration, trust, better results for all, and a much more satisfactory way to live and work.

			Charlie Garbutt has been an adventurer on the road of experimentation, learning, improving, teaching others, and leading the way.

			I am keenly interested, along with Charlie and others, in introducing the possibilities of Lean Construction to those who have not heard of it nor have wanted to consider it. Charlie Garbutt’s story will give the reader an opportunity to see how well it has affected his projects, clients, designers, specialty trade partners, and suppliers.

			Garbutt Construction is primarily employing—with considerable success for its clients, designers, specialty contractors, and suppliers—The Last Planner System of the Lean Construction Institute and other essential Lean Principles. The following are areas in which the participants benefit from using The Last Planner System:

			
					Improved safety and risk management

					Lean gives us bad news early, so we have more time to overcome it

					Lean projects are proactive rather than reactive

					Higher quality

					Earlier delivery of projects

						Reduced waste

						Increased workflow efficiency

						Increased value to the end user

					Reduced cost

						Increased profitability for all participants

					Brings about greater satisfaction with the project, by all

			

			The gains are the result of many things, but significantly because of:

			
					Respect for all individuals

					Continuous learning and improvement

					Collaboration, real collaboration

					Always improving relationships

					Optimizing the project and not the piece

			

			Charlie Garbutt, the author of this book, Lean Construction: A Small Contractor’s Journey, has always been one to experiment, learn, and improve himself, his staff, and the outcomes and values for clients, architects, engineers, specialty trade contractors, and suppliers.

			In his absorbing story, Charlie Garbutt tells us how he has developed his company by recognizing and maintaining their essential values: natural and inherent honesty; integrity; respect for the individual; and a deep-seated belief in the Golden Rule. 

			Like the sculptor who discovers a figure hidden within a block of stone, it’s almost as if Charlie Garbutt had been preparing his company for Lean Construction to come along and find Garbutt Construction ready to put it to work.

			Read his book and ask him to tell you more about the Garbutt Lean journey, its fruits, and its promising future.

			Ed Beck

			Lean collaborative builder, teacher, and coach

			About the Author

			As CEO of Garbutt Construction Company, founded in 1976, Charlie Garbutt oversees the strategic direction and growth of the firm. He is responsible for company operations at the executive level where the firm serves as construction manager, general contractor, and design-builder throughout the state of Georgia. Garbutt Construction has earned a position of high regard as evidenced by its diverse portfolio of projects. Charlie is an emeritus member of the board of regents of the University System of Georgia Facility Advisory Board, emeritus board member for Georgia Southern University’s Construction Management Industry Advisory council, and past president of the Associated General Contractors of Georgia group and the Dublin Rotary Club. In addition to his bachelor’s degree in building construction management from Auburn University, he is LEED AP certified and certified constructor by the American Institute of Constructors. Charlie currently serves on AGC Georgia’s board of directors and is recognized state-wide for his vision and commitment to the industry.

			In 2014, Charlie became one of Georgia’s first Lean Construction Education Professionals, a designation earned at the AGC national level. Charlie devotes much of his time to teaching staff at Garbutt Construction Company and industry colleagues the advantages of a “leaner” construction industry.

			INTRODUCTION

			Construction has among the highest, if not the highest, failure rates of any business sector1—so to do it successfully, you’ve got to be doing something right.

			Construction has always been difficult—since the beginning, the industry has struggled with planning and organizing the activity of building something. Managing the process requires the talent of herding cats: various and sundry partners and laborers are brought on board, and making the process work requires getting them all on board, on the same page, and moving in the same direction, even though they all have different agendas and different capabilities. 

			Check out page 111 at the back of the book for more on Lean Construction.

			This book is the story of my journey as a contractor who has been working with these difficulties for quite a while, with a good deal of success. My company, Garbutt Construction, has been in business since 1976. In that time, we have known struggle and success, and we have developed a strategy for constantly raising the bar in everything we do, all aspects of the business, and its growth. 

			Along the way, we discovered a process and a system that helps us to herd the cats of construction—to get everybody focused in the same direction, with the same agenda, in the same rhythm, and thinking holistically about the project they’re working on. Lean Construction does this better than anything else I’ve ever come across in my forty-two years in the industry. I experimented with Lean, and I found out it’s not a bunch of fluff—it really works.

			Typically, what happens in construction is a general contractor or builder will come up with a plan.
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