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Jraining 101

Play “20 Questions™ to Develop
a Successful Mentoring Program

By boded O Limbenborger soxd Lo |
dachary

y G0 JOMme OIgaAMIalins s hicve

ErOt SuCoess i roRing Oul & It

ng poogram, whele othery schieve ondly &
modcem of ywecoon”

We bebave that the companes Dt ae
wosd seocesslol view Corporale menior
g = AD CORARIC PROCERS, Sicaning Sl
they underitand e Mestonng Programs
evolve and gross . Ot exgenonce deroon
virsics thatl the difference befween men.
taring ssccess and failure lies in the
ability 1o B capacity and iMegrane
lcarsing contewscenly .

In onder 1o croste & seccental maneoe-
og program. vou showld answer 20 gues
toen. We've ischaded dos and doa'ts foe
cach, based on rescarch and owr expen-
COE N SOV Piag B PO ig (Mg e
a1 Beoan Forman Corporation
1. What are ow Business reascns for

developging a mestoring program !
You thould develop & mentorag pro-
gram if and when you have solid beai-
BOM feasoas, ach as 10 speed up the
development of future leaders of W uare

Wlm

9 your homework. Look at sonployes
scication rales, the pescentage of sepiod
managens who will reach retirersent
B acar five 0 10 yoars, comest Sench
sreegh, sad development obgectives
Dom't

2 develop a meatoring program be-
Canse 'y popular Of because you've
road that & works for olber COmpanies.

2 What srganiiational support sxats
and what needs 10 be developed?
Succoasfel mesloriag inilisirves reguire
vt sappont and isvolvement from Be
et beveds of O 0gars 2anon

Do

3 develop 4 mestonicg program when
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sevoon Seaderhap ol yous comrpaay sup-
POty it and Bocause mentoning sspporty
yoor companty”s values and goals

Don’t

G develop & memianing program if you
dout Bave the soppoet of Bie highest lev.
oy or if eadoring 't valued

3. WWhat are our ariteria for sussem?
Do

0 et oagatrm poals that will belp your
company, wh 38 making your organi-
Taton & beter place 1o work, incssasing
productvaly, malng people moee sy
abowt mamaging fheir carcery, coanect-
Mg Pprople, sacreanag diversity, and
bradbdeng rust and Costemaricalionm.
Don™y

3 &evelop 2 meTnonsg program withost
WG poali

4. Whe needs 10 be invelved in de
veloping owr program? Creale as o0
visory team of employoes who represemt
3 CTOs- < BOR of the Company Ih age,
poader, toles, deporiments, vicws, asd
values

De

I PYE avecyone on the team an ogual
say and an oqual vele

2 male cortain that cach member iy
commitied L I8¢ Propoct — a0t JUst a¢-

wand o i
Do’

2 aticspd to develop a mestormg peo-
gram by youneif

5. Wha's going te mansge. coordh.
nate, and oversen the program? A
ge wneose 10 be the dodicated podre
PeTvon and MERIONIEg <OMNEaa0r 50
Loep progress pong Detacen o roeet
s, The mestoring cocodisator shou ld
manage e marketing plan, coach snd
T3S SanIONAE Paraers, so that e
PO 5 evadusted, and mudic contirmg.-
o irpgruvernents 1o Bhe program

Do

J use team members (0 help develop
Be program, jo chacrpion the program,
anl w evaloate progoeas

Doa't

J espect team members to shase the
work Joad oqually

6. Wha slse needs 10 be consulted?
What other information do we
newd?

Naw e b= ramety( we



Do

9 beachomurh the pescuces of ciber -
cenful mestoring program.

a sehedule time for advisory Leam
members 10 disouss Dooks and articies
about meatoruag and o Searn about -
tag-edge progrmTi & arher comgpanacy.
2 Coneder Do limiand wwe of outude coo-
wilants 1o advise and provide foodback
e tcarn. (hoose your comullion caedyl-
ly. Select somecne who ha more eaper-
tese Dhan your tears memsbery and who will
Fasde you in eligring 4 Meariag pro-
graem thae fa your company s Cullere.
Don't

3 develop 3 memoring progranm that -
lies wolely 0n ioterna resowices.

7. What mentering is already in
plece?

Do

2 build 3 program that sepports e o
formal mealorag relanoasipn tat are
siready poing oa "I nothieg el ays
oae wasor eaecutive ot Brown Forman
“the mentoning program Ras given (re.
donce s legrimacy to mestonng. Pro-
ple in e company keow thae mentorag
1 suthocisod and cacoerapnd.”™

Doa't

O eXPOct YOur mesioning peogram ko fe-
place M mformal mentoring St & al-
ready going on

2 How will we communicate 10 em
pleyees abowt the meantoring pro-
grom?

Do

2 pebibcize the program in & vaslery of
forms and forura. Develop 3 sestepic
inernal markonng plan jest 2 If you Bad
& Bew Peoduct 2 MIOdece (Mo the mar
ketplace. Schedule meatormg borelings
for each department withis your COmPe-
ny, locked off by the department”s sesior
operatiog offwer. If you have maltiple
bocations, make sure 1hat memering
briafiags ace beld a1 cach location and
that ey s opon 10 all emplopees

Q wic the meatormg beielings 10 ro-
duce your mentarmg peogram, explain
e benefits, and 1ol employces bow

O provide raaing and recogmition for
the mentoeng faciliaton Ask sesior en.

ECULIVES 93 PrOMCEe Mealiniing ik Com:
pany speeches, and poovide them with
musterials 00 make advocacy cavy. Wik
arncien abowt succest sosses $or insorsal
o atoes

Q Croune writien goestions and savwen
& eaplaxn the mesioring poogean, how
5 pot invelved, Bow 10 set poals, wiat
De phases of & memonag relsvoehg
are, aad drsegies oo secorss.

3 Sreale meslorsg fEAOMICe CeMan
Bl covamn isfommaton oo the programs.
Doa't

3 axpect cmplayoes 10 Bock W the peo-
gram wedout an aggressive macketing

flan

9. How geithkly $& we waast to roll

owt sur program’

Do

2 vt with s small nomber asd in-

crease yourt peogram showly

S wart with those Jocatvdas oF sites

where you eapect the most support and

periopaon. B cavdel in the begpimring.

a false waaet Can Gecmate even the beat-

plazsed mestoning program. Ovor dhngs

are olbng uncotily, schadale addnionsd

bosefings and inchade mentorag bricfings

e R
1}

S stiempt % get everyone envolind and

isvolved rght sway.

10. How will we pair mestors sad

proteges) [he avvars b this Sepomis on

o poads of your prograss. O ¢ cpenence

# Brivav-torman shoe St sel wehuted

paarings between omployees from all lev-

ehy aoxd divenons works bewr. We found

hat wemaning work bewt if

fhey we volustary and

Do

2 Wk employoes ¥ pot eput froes au-
od munagers, co-worken, and ofer key
individuals befoee emienag i 3 mee-

2 develop sitmple mentor and proségd
o sheets, with photos, 0 that prowpec-
Live paars cas Joarn mose abost cach oth-
or's carcer bivtory snd penosal dus

3 broker relaniombipn

Dea’
3 try 0 “wrange mariages” o mandae

Pt

11, Mow will we motivate our oo
ployses to participate? People &
Browa-Forman oltes express Bheir de-
sire 30 have & meosor for one of these
remoas: | wart coreer direciion. | wen
20 leern aboat odher areas of the orpam
senion. | want feedback on how I'm per.
ceived and whal [ con dv 2o Drcome
maove auccesifal of I wanr 10 decome
more podincally srvvy

Do

O eocouage eaployes 1 get m socch
with (heir motivatioss. They will be bes
ser sacinfiod if they have ceastionsly
sdeatifiad those motivations

Doa't

3 sasctdy relatiosahips based o the
wrong seasons, Sh a5 A prosigd waaki-
2 1o work = & roemtor” s devishon o e
the meoring relationstep o cormpla
R0 others 0 e mestor’ s department.
2 pait meskon Wi prosdgds who ae i
Beir chaie of command. particwlarty
you sespect a hadden agenda

12. Wiy would & meator say no’
Partscipaton doukd be volsatary . People
who chooae 20t 10 parBCipule I8 A Mmoo
ing refationiip mary focl that they doa't
have Bhe Sene, that ey can't provide the
totclage & peodipé desires, of O & prosdgd
has chosen the mentor for (e wroag e
wes Volantary participation By peealon
contntetes 00 G0 wacoess of the program
Dot

O eclist mentors who don't felly sndes
s1znd and accept the commatmenl re-
Quond 1o be & mensor

13. Are there pairings we should
avoldT

Do

3 carehdly wreen prosdpds and meston
1o assens hert devel of wieres and com-
mitment

2 be honest with peotépds and mesion
shout the tme and encrgy reguiend for »
sacopsful meatoring partseriip.

2 pan proddpis with mestors who Cas
arad want b help thermn seach Ow keamuag
poals. And bavisg chemistry detwees
mereors and prostpés doesa | et
Don's

3 develop & program Bal mandaes re-
Rtiosalnps or that o limated 10 certais
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relanosship carly oo has 3 direct effece
Of (13 WTLomale WCor

Do

O peovide traming and coaching to both
partners about coeatiag specific aad ap-
propeisee leamimg poals

L provide rsimag aod coaching shoa
Sathisng e, Commern a0, wnd defin
ng Se soles sod resposshelition of both
parners. At appropriate smes, provide
coachung soxd Tasisg on Isating a rels
sorsbip, nepotating & relaioesdp, learn
ng from the relationsip, and closse
Doa't

O expact peopie 10 know how % meotor
am] De meadited  even $C0o0( execs-
trves who have had sguificant meston
o thewr hves,

0O advise seemtoring partnces 10 begis 2
relatonship until they” ve ealablished

wpecific sad matsally agrred-upoa gosls
ol owlioeres

15 What ongeing support should
weo make avallable te menterning
partaen’

Do

9 poonide cegoing wppon 10 poople e
volved m the Doslanng proorss.

There are many ways © peovide sp-
poet. At Beoen- Forman, we hold gaster
1y mestorsag briefings 1o introdece the
MENIOUA R POOSTAE 10 Bew engloyoes
The mestorag coordmator 14 available
for advice and coumcl, M4 mentoriag fa
Cilmmons companywide are avadable 1o

et have wrmien 1od ormsation 08 O
meraoeing program, aod we inchade men-
toring secceks sovics in indernal pab-
ications, For a succonful meatonag
PO, sappont mst be svadable w oll
tiraes arad (0 Madery vemeels

Doa't

0 leave Bessonag panmers out s the
Cold afes they begin a relaonsig.

16, How often should we ask men-

the selephone of email ooce & mowh o &
i s oA

Do

0 recomenesd that mestoring partaen
phan ot doast one evest outside of e of.

fice dunag their mealonag pariner-
ship--attending a stralegy meelang,
Wwalching & preseataton, powng 0n 3 calen
call, playing golf, or gosag 10 the men:
0x's house Sor diseer.

Don't

O let more thao throe o fowr weeks go
by without contact detwaen meonoring
panaerns. of the relatonship may leser
17. What should we 4o 19 suppent
wag-datance mentoring! |oey Jdis.
ance mestoriag i favt Becoming the
rule 1ather thaa e exceptos (s glodal

O offier tips sd srstegics sech as plan-
ning ielephone mestingy, talking via
ermed, aad schedaling exira Do when
viditiag cack other’s locanions for ather
buunest

9 escourage loag-distasce meatormg
parisers 00 be creanve about making w
work.

We hawe developed s cutesuve set of
WAk maktvals 30 sppon koog dataie
memovng. We dlso fesnme suooess Socies
from loag-Astance mesioriag partsen s
o%r intnenal peblicanoss
Doa’y
O ssseme al distance will kill & celds-
toastep lowever, a change of Jocation
Can D an OCCASION 30 TeView and ToRegO-
Gate the comemusication patiers of the

relatioegy.

18, Mew many mentors shauld we
encoersge srmployess 16 have? Mern
lociag canst be all deags 10 Al peogle.
One persons caa't posubly have the tine
or slls o provide all of the aforma-
oo, advace, aad CXPOrence a peaidpd
will seod %o grow and develop 00 ks o
:w’w—d

3 encowage prosdpds 00 bald thewr own
perscasl “boasd of direcsees™ 1o help
them further their career growth and

learvarg
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Doy

O CHPAT OF ERCOUARE OB IeRtor 10 do
il orbeitall

19 What mechanisms can Be used
10 WMpeove the program costinuous
y? A mestonag program seods 8o be
conitaatly noarished, o it will wither
nd dic.

Do

O make CONLinRORS LIMQTOS eIne DS [0
your peogeam hoed on whal you learm
aloag O way,

Al Brown Forman, we send condiden
tial steveys 10 meslonisg pantiodss oo 4
yearty hanis 0 asens B cffectivenca of
e program. We abo omploy an outside
Coesulant W condult coalidental et -
ETviewy when mestonisg pecribips ars
oacheded We wee thae data %0 sk c00
Srvsous improveents W e grogram
Doa't
O sz on youu lswrels
20 What plitfatis 4o we need to
aveid? The mout seccesstal menstoring
programs become & seamlens part of &
corporste learning culttre. They aer na-
wnl wpponad, valeed and dosiond.
Do

O creale & mectonag progran thu i

O atiempe to tmplement all of these
ideas ip your compaay unens they it
your oultee, Wil the gt vision and
plaa, your Sepascration cas be oo & way
to 3 propram that works, Meatoring
WS 4D CegassZation s bew groweded
withn the realery of that erisseg cultere
By smcorporating some of these lossom
from the Deld w0 your company s plan,
you Can develop & soccendal mestening
program for pour orgaalration

Judith G, Lindeabarger i1 o former
Auwman resowrces developoens congul-
tamt with Rrown-Forman Corparenion.
She carvenily heads The Advaniage
Growp in Titmerille, New Jersey;
609730 107, jindebrgr@ ool com
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