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ABSTRACT
The growth of the international economy, with the attempts by organisations to spread themselves globally, has led to a rise in the number of expatriate assignments. Many expatriate assignments fail, with consequent major costs for the individual and the organisation. Mentoring has long been seen as an effective way of developing skills of people in new and unfamiliar roles, such as an expatriate, and would be expected to reduce the rate of expatriate failure. Traditional face to face mentor relationships are difficult for expatriates. They are complicated by the constraints of time, geography and the availability of mentors. E-mentoring is suggested as an alternative means of overcoming many of these difficulties. Little has been written concerning the e-mentoring of expatriates. After a brief discussion of non-e-mentoring this paper explores the nature of e-mentoring. The advantages and practical challenges of e-mentoring are discussed. Suggestions are made about how to enhance e-mentoring in the interests of reducing the incidence of expatriate failure. In particular, the contribution of video conferencing is evaluated as a method of e-mentoring. E-mentoring is further suggested as a major strategy for all mentoring relationships.
INTRODUCTION
As a result of expanding world trade, new dynamic and culturally non-Western partners, (such as China and India) and attempts to globalise organisations, expatriate assignments are increasing in frequency and importance. High expatriate failure rates continue to be costly for the organisation and the individual expatriate. Mentoring has been re-examined as an effective tool for increasing expatriate success. Geographical barriers present limitations to the availability and effectiveness of traditional mentoring relationships. Even if traditional face to face mentoring is available, it is arguable that these mentoring relationships may not be the most suitable for increasing the success of expatriate assignments.

We will discuss expatriation, traditional mentoring and some of the shortcomings of traditional mentoring for expatriates. E-mentoring, will be defined and explored, and suggestions made for it’s potential benefits. The challenges of e-mentoring will be explicated and methods of overcoming the challenges will be suggested. The place of video conferencing in e-mentoring will be explored. Finally, we will suggest e-learning as a strategy even when traditional mentoring is possible.
MENTORING
An early literary mention of mentoring is in Homer’s Odyssey (800BC to 600BC), where Odysseus’s trusted councillor in whose guise Athena became the guardian and teacher of Telemachus. There are many different modern definitions of mentoring. It is outside our scope to explore these. Drawing on Siegal (1999) we simply define mentoring as a relationship between a senior professional person and a more junior person, in which the more senior person takes an interest in the progress of the more junior person. The focus is both professional and personal and is concerned to help the junior person survive, grow and flourish. The benefits of modern mentoring relationships have been well documented (Bierema & Hill, 2005; Bierema & Merriam, 2002; De Janasz, Sullivan & Whiting, 2002; Hamilton & Scandura, 2003; Wadia-Fascetti & Leventman, 2000). Benefits exist for both parties in the mentoring relationship (See Fig. 1). Protégés gain vocational benefits from sponsorship, career coaching, and on the job training, as well as psychosocial benefits such as friendship and counselling (McDowall-Long, 2004; Mezias & Scandura, 2005; Siegel, Mosca & Karim, 1999). As a result, protégés often experience less stress, conflict and less desire to leave an organisation (Crocitto, Sullivan & Carraher, 2005; Siegal et al., 1999) than those not in mentoring relationships. Mentors also receive benefits from mentoring relationships. Many gain career enhancement through information exchange and technical assistance (DeJanasz et al., 2002; Johnson-Bailey & Cervero, 2004) as well as a sense of personal satisfaction from helping the protégé (Crocitto et al., 2005; McDowall-Long, 2004). At an organisational level, mentoring relationships lead to important organisational benefits such as increased ease of entry for staff (Scandura, 1998), enhanced employee learning (Ostroff & Kowlowski, 1993) and improved organisational commitment (McDowall-Long, 2004). Mentor and protégé benefits are important, but organisational benefits should not be overlooked. An organisation’s time and resources are required for mentoring to occur. In order for the mentoring relationship to be considered a worthwhile investment, the organisation must benefit as well as the individuals.
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Figure 1: An example of benefits involved in mentoring relationships
PROBLEMS WITH TRADITIONAL MENTORING
Traditional mentoring can be beneficial for all involved in the relationship. However, issues such as geographic distance cause barriers for traditional mentoring to be effective for those undertaking expatriate assignments. There are also possible difficulties of access to mentors who are busy.

It is often difficult to find a mentor who is suitable for the protégé (Ensher, Heun & Blanchard, 2003; Woodd, 1999). In many cases, a mentor with the required attributes for the effective mentoring of a specific protégé cannot be found from within the home office (Ensher et al., 2003). To overcome this, many organisations seek a mentor external to the home office or organisation (Baugh & Sullivan, 2005). However, effective mentors are often not only lacking within a specific organisation, but also within the vicinity of the home office (Headlem-Wells, Craig & Gosland, 2006). For example, a potential expatriate from Dunedin, New Zealand, may be considered for an assignment in Burkina Faso. Members of the organisation’s Dunedin offices may not have any experience in this market, making it unlikely someone in Dunedin will be an effective mentor for the expatriate. Therefore, a mentor external to the home office would be called upon. Someone with the experience and potential to mentor may exist in another location within the organisation or from elsewhere within that industry. However, they may be in close vicinity to the potential protégé. Being in another location makes traditional mentoring approaches problematical. Traditional mentoring, at least for the majority, occurs through face to face meetings and communication (Hunt, 2005; Lajoie & Legare, 2005; Packard, 2003; Woodd, 1999). This means that traditional mentoring is essentially limited to the local vicinity (Packard, 2003). Geographical distance between the potential protégé and mentor is therefore a significant barrier in developing a traditional mentoring relationship for expatriate assignments.

Although a potential mentor may exist, the distance between the mentor and protégé may make meetings between them unviable. When a mentor and protégé are in close vicinity, costs of travel remain minimal or nil. However, as the above example shows, sometimes the only available mentor is not close to the potential protégé. Therefore in order for traditional face to face mentoring to occur, one or both of those involved in the relationship must travel, which in turn incurs a cost (Headlem-Wells et al., 2006; Lajoie & Legare, 2005). This can be directly incurred through travel expenses (Ensher et al., 2003), or in terms of the indirect costs of longer periods of time spent on mentoring rather than job-related tasks (Headlem-Wells et al., 2006; Packard, 2003). Packard (2003) suggests in many cases the time and money needed for traditional face to face mentoring is a major obstacle for its use. They argue that the costs involved essentially limit traditional mentoring to the local vicinity, which, as discussed previously, may mean effective mentoring not being available for all of those undertaking expatriate assignments.
GLOBALISATION AND EXPATRIATION
Globalisation may be having a negative impact on the ability for traditional mentoring relationships to be developed and utilised by organisations. Due to increasing international travel, trade, communication, and other catalysts, some markets have evolved from being regional to becoming more global (Stanek, 2001). This has created a global market in which many organisations now operate (Lee, 2005; Takeuchi, Yun & Tesluk, 2002). This global focus has lead to many organisations operating in different countries and cultures throughout the world. In order to increase organisational effectiveness in global operations, more and more organisations are sending employees on expatriate assignments all around the world (Shaffer, Harrison, Luk & Gilley, 2000; Shimoni, Ronen & Roziner, 2005). 


An expatriate is an employee who is sent from a parent company to live and work in another country for a period of time (Caligiuri, 2000). After the prearranged time period or when the assignment has ended, most expatriates return to their original location. However, consecutive expatriate assignments may occur, meaning an employee may not return home after each assignment. 
Knowledge Transfer and Management
Mohr and Klein (2004), Mezias and Scandura (2005) and Kanter (1999) suggest expatriate assignments are used for the transfer of knowledge between the offices and operations of a multinational enterprise. Effective expatriates achieve this in two ways. First, an expatriate can transfer information from the home office to the foreign office in order to influence local operations. Second, an expatriate can transfer information about the host country and its operations back to the home office (Caligiuri, Hyland, Joshi & Ross 1998; Crocitto, Sullivan & Caraher, 2005). Along with increasing control, knowledge transfer aids in gaining an overall picture of global operations which aids in the global decision making processes (Mezias & Scandura, 2005). Therefore, as global businesses continue to expand, more knowledge transfer across organisations is required, causing an increase in the frequency and importance of expatriate assignments (Kanter, 1999; Mezias & Scandura, 2005). 


The use of expatriate assignments for knowledge transfer is an exercise in knowledge management (See Fig. 2). Newing (1999) defines knowledge management as the management of knowledge by identifying, gathering, sharing and applying knowledge. Holden (2002) gives a more practically aligned definition by explaining knowledge management as a systematic attempt to use knowledge within an organisation to improve performance. An expatriate assignment does this by the expatriate ‘translating’ their current knowledge from their own cultural context and applying it to the context of the host culture (Hurn, 1996). They can also do this in reverse upon return to their home office. This is increasingly important in multinational enterprises as they often operate over many different cultures. Culture affects both how an organisation is run in a specific location, as well as which practices from another culture will be acceptable. Effective knowledge management will enable cultural differences to be recognised and utilised by the firm.

Dixon (2000) and Garvin (1993) both suggest that ‘translation’ of knowledge across an organisation is most effective when it is ‘translated’ even further into new ways of behaving. Nonaka and Takeuchi (1995) call this process knowledge conversion – the re-expression of knowledge (such as skills) from one form into another. Because people are often considered the most effective carriers of knowledge, expatriates are commonly used for this (Doz, Santos & Williamson, 2001). Expatriates are capable of transferring complex knowledge through both projecting knowledge from the home office outward and combining knowledge from different offices around the organisation (Doz et al., 2001). Through the effective use of expatriate assignments, a multinational organisation has the ability to effectively manage knowledge across potentially vast operations, thus enhancing organisational performance.

Expatriate Failure

An issue with expatriate assignments is their high reported failure rates. Shimoni et al. (2005) define expatriate failure as when the expatriate cannot make a successful transition to their new environment and returns home prior to the completion of their mission. As many as 70 percent of expatriate assignments are considered to have failed (Crocitto et al., 2005). The underlying cause of many of these failures is a lack of adjustment by the expatriate. Expatriates need to adjust to a new environment, work related activities, intercultural interactions, and non-work related activities in order to be fully effective on their assignments (Johnson, Kristof-Brown, Van Vianen & Rigsby, 2002). However as the high failure suggests, this adjustment does not often occur (Crocitto et al., 2005; Johnson et al., 2002; Larson, 2006; Moore, 2002). 

Expatriate assignment failures have many implications for the sending organisation. Through not effectively transferring knowledge across the organisation, the potential benefit which could be gained from that information is lost. Mezias and Scandura (2005) highlight its significance by stating that expatriate assignment failures “thwart knowledge transfer, decrease local managers’ confidence in headquarters’ competence, and discourage others from accepting international assignments” (p.520). Financially Mezias and Scandura (2005) also report that expatriate failure can cost firms upwards of US$1 million a year and has an estimated total cost for the US economy alone of US$2.5 billion a year.
Figure 2: An example of knowledge management
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The majority of research conducted on expatriates has focused on expatriates from the United States of America (U.S.). However, research has also been conducted on other countries and cultures such as European, Japanese and Indian expatriates. Through these studies, a potential link between expatriate failure rates and nationality may have been found. Although slightly dated, the research of Tung (1981; 1982; 1987) found expatriate failure rates of American multinationals were considerably higher than that of their European and Japanese counterparts (See Table 1). It was found that 76% of U.S. multinationals reported failure rates of over 10%, while 14% of Japanese and only 3% of European multinationals had failure rates above 10%. Similar results were also found by Black, Mendenhall and Oddou (1991). Buckley and Brooke (1992) comment on expatriate failure rates in relation to nationality by stating that “empirical studies over a considerable period of time suggest expatriate failure is a significant and persistent problem with rates ranging from 25-40% in developed countries and as high as 70% in the case of developing countries” (p.528). Studies suggest expatriate failure rates differ across nationalities (Forster, 1997; Harzing; 1995; Daniels & Insch, 1998). As a result, expatriates from one nation or culture may be more likely to fail than an expatriate from another nation or culture.

The ethnicity and or nationality of expatriates may have an influence how successful expatriate assignments success are. Success or failure are commonly attributed to adjustment issues related to differences in national culture (Elashmawi, 1998) or language fluency (Shaffer, Harrison & Gilley, 1999). Expatriates from certain cultures may have more difficulty adjusting than expatriates from other cultures or countries. The levels of support needed may vary. For example, expatriate mentoring may be more important for expatriates from the US than those from Europe. However, which nationalities have the most difficulty in overcoming adjustment issues has yet to be adequately addressed (Shaffer et al., 1999). 

Table 1: Expatriate failure rates
	Recall (Failure) Rate Percent
	Percent of Companies

	U.S. multinationals
	

	20-40%
	7

	10-20
	69

	<10
	24

	European multinationals
	

	11-15%
	3

	6-10
	38

	<5
	59

	Japanese multinationals
	

	11-19%
	14

	6-10
	10

	<5
	76


Adapted from Harzing (1995, p.462)

EXPATRIATE MENTORING
The psychosocial and vocational benefits of mentoring relationships are not only beneficial for mentoring occurring within a close vicinity, but also, when possible, for expatriates (Bossard & Peterson, 2005; Crocitto et al., 2005; Feldman & Bolino, 1999; Mezias & Scandura, 2005). A large body of research has looked at the benefits of mentoring those on foreign assignments. Common findings suggest mentors are effective at helping expatriates overcome challenges in all aspects of their assignments (Kamoche, 2000). Therefore, some form of mentoring relationship would be beneficial for expatriates.


There are three general stages in expatriate assignments: Pre-departure – when the expatriate is chosen and prepared for the assignment, Expatriation – when the expatriate is conducting the assignment in the foreign location, and Repatriation – when the expatriate returns to the home office (Mezias & Scandura, 2005; Crocitto et al., 2005). Possibly the most crucial stage, and thus potentially the most important stage for assistance, is the expatriate stage. During the expatriate stage “the expatriate faces perhaps the greatest number and kind of professional and personal challenges of the assignment” (Crocitto et al., 2005, p.527). During this stage multiple adjustments are required by the expatriate in order to adjust to their new situation (Selmer, 2006). Johnson et al. (2002) and Selmer (2006) argue that there are three types of adjustment which are required: a general adjustment to non-work/life activities, adjustment to interacting with host country nationals (HCNs), and work-related/required adjustments. Mentoring is effective in helping these adjustments to occur. This is supported by Feldman and Bolino (1999) as they argue that mentors have been proven to help expatriates learn their new roles and adjust to working with new groups faster than those without a mentor. Mentoring can also be effective as it provides a sounding board and advice for addressing ambiguous signals in the workplace (Johnson et al., 2002). 


Mentoring should therefore reduce the frequency of expatriate assignment failure (Bossard & Peterson, 2005; Feldman & Bolino, 1999; Mezias & Scandura, 2005; Siegal et al., 1999) and the utilisation of effective knowledge transfer across the organisation will be more likely to occur. This is an issue of great importance as “there is good reason to assume that global expansion is likely to continue, and with it, the intensive use of expatriates” (Shimoni et al., 2005). Expatriate assignments are, and will continue to be, increasingly important for international business (Bauer & Taylor, 2001). All that can be done to increase assignment success needs to be addressed by the sending organisation. Put simply, mentoring is an effective tool to ensure the best possible outcome of an expatriate assignment.


Expatriate assignments may occur in locations where there are no appropriate mentors. There is also the possibility that mentors may be available in close vicinity, but the most appropriate or best mentor may not be in that location (Crocitto et al., 2005). The consequence of this may be that, if traditional mentoring is possible, less than optimal benefits may be gained from its use. Because global operations are increasing, it is increasingly possible that the best mentor for a protégé may be in a different geographic location. This means that traditional mentoring relationships will be unlikely to be viable due to the time and expense of face to face communication. The question then remains, how can cost effective mentoring be conducted over potentially vast distances such as is the case for many expatriates? A possible answer is e-mentoring.
E-MENTORING
Rickard (2004) defines e-mentoring as a relationship between a more experienced individual and a less experienced individual, using electronic communication with the intent to help the protégé succeed. Success entails both personal development goals and an organisation’s goal. E-mail, chat rooms, WebPages, message boards, and forums are common methods of electronic communication used for e-mentoring (Hamilton & Scandura, 2003). E-mentoring has the same goals and intentions as traditional mentoring but is conducted in a different way (Hunt, 2005; Lajoie & Legare, 2005; Packard, 2003; Woodd, 1999). Put simply, e-mentoring is the merger of mentoring with electronic communications (Bierema & Merriam, 2002; Hunt, 2005; Single & Muller, 2001; Rickard, 2004). It is conducted primarily through electronic rather than face-to-face communication. Purcell (2004) recognises “when participating in a formal e-mentoring program, it is important to keep in mind the foundation of mentoring – a personal relationship between mentor and mentee based on mutual trust, respect, and commitment” (p.284). Even though it occurs electronically, as with traditional mentoring, e-mentoring needs to be a trusting, respectful and committed relationship between the mentor and protégé.


E-mentoring is closely linked to the functions of traditional mentoring. It would be pleasing if a solid definition of what mentoring is existed. However this is not the case. No universal definition of mentoring exists. This has led to ambiguity in regards to what is, and what is not considered mentoring (Baugh & Sullivan, 2005; Mueller, 2004). Some may argue that e-mentoring is not ‘real’ mentoring as it does not allow for physical face-to-face meetings. However e-mentoring provides many of the functions of traditional mentoring and even adds some additional ones (Mueller, 2004).

One of the constraints in forming a solid definition of e-mentoring, its functions, and relationship to traditional mentoring, is a lack of empirical research. An in-depth literature search found only around 25 articles related specifically to e-mentoring. This demonstrated why many researchers cite a lack of empirical research as limitations to their studies and call for more to be conducted (Bierema & Merriam, 2002; Headlem-Wells, Gosland & Craig, 2006; Mueller, 2004; Rickard, 2004). Even more interesting is the lack of research on expatriation and the use of e-mentoring relationships. Not a single article could be found which focused directly on this area, and very little mention was made indirectly from other e-mentoring literature. Therefore, the remainder of this paper will be focused at exploring e-mentoring and the potential benefits it may have when used as a tool for increasing expatriate assignment success.
E-MENTORING AND EXPATRIATION
There are many benefits of e-mentoring (See Fig. 3) which may increase expatriate success rates. However, geographical separation can be a major barrier to accessing mentors for traditional mentoring. E-mentoring uses technology to overcome this barrier (Bierema & Merriam, 2002; Hamilton & Scandura, 2003). Access to mentoring for those far away or in areas where mentors are difficult to access is improved (Headlem-Wells et al., 2006). The pool of potential mentors is increased through technology, and the ability of e-mentoring to span geographical barriers. As already mentioned, traditional mentoring relationships are conducted via face-to-face communication, which, as Packard (2003) argues, essentially limits mentoring to the local vicinity. E-mentoring does not have this constraint, “proximity between mentor and protégé is not an issue” (Bierema & Hill, 2005, p.559). Because the relationship is conducted via computer mediated communication (CMC), as long as each member has access to the necessary technology, mentoring can occur. This benefit is so important that Bierema and Merriam (2002) actually include it into their e-mentoring definition. They state that e-mentoring is the “use of e-mail or other computer conferencing systems to support a mentoring relationship when a face-to-face relationship would be impractical” (p.214). 
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Figure 3: Grouped benefit’s of e-mentoring

The implications for those involved in e-mentoring and the organisation alike are numerous. Those preparing for, experiencing or returning from an expatriate assignment have greater access to a mentor who can help them through these processes. Using the Burkina Faso example, the lack of a local mentor for an expatriate can be overcome by using e-mentoring. Someone with appropriate experience may be in another location and mentor through CMC. If the required experience or expertise needed to mentor someone going to Burkina Faso does not exist within the whole organisation, there remains the possibility that someone from outside of the organisation could also be used as a mentor. The use of e-mentoring gives increased options as to who can be involved in a mentoring relationship. No longer is mentoring bound by the geographical closeness of the mentor and protégé.


Because cultural differences cause many of the maladjustment issues expatriates face, mentors need to possess a very good understanding of the local culture. This is why Crocitto and Ashamalla (1999) suggest that a host country national (HCN) is preferable as a mentor. Their level of cultural knowledge is likely to be high, which will be beneficial for the protégé to call upon. However having a HCN mentor may be problematical in other areas. Cultural differences between the mentor and protégé are more likely to exist than when the mentor and protégé are not from the same original location. This may cause miscommunication or misinterpretations as different cultures decipher information differently (Kayworth & Leidner, 2001/2002). Koskinen and Tossavainen (2003) found that cultural differences are in fact the biggest problem for mentoring relationships. There is also the possibility that the expatriate may be viewed as an interference or controlling figure sent from another office which may lead to HCNs being more reluctant to mentor. This is an issue as for effective mentoring to occur, mutual respect, trust and commitment is required in the relationship (Bierema & Mirriam, 2002).


A significant benefit of e-mentoring is that it opens up the option of having the protégé and mentor in different locations. Because of this, potential mentors originally from the home office can be utilised. A mentor from the same culture as the protégé is more likely to lead to an effective mentoring relationship as they may be able to relate more effectively to the protégé (Eby, McManus, Simon, & Russell, 2000; Koskinen & Tossavainen, 2003). Instead of dealing with the ‘cultural baggage’ and ‘stereotypes’ which may occur with a HCN as the mentor, mentoring can be more of a focus (Bierema & Merriam, 2002; Kayworth & Leidner, 2001/2002). Also, by ensuring similar cultural understandings exist in the relationship, cultural adjustment empathy may increase. 


Another way in which e-mentoring can be effective is through home office mentors. The home mentor can provide increased vocational functions for the expatriate. Often expatriates can feel ‘out of sight, out of mind’ while on their assignment (Siegel et al., 1999). Because they are no longer in the home office, they may not be aware of the politics, changes and opportunities which occur while they are on assignment. E-mentoring can ensure this does not occur as a mentor in the home office can keep the expatriate protégé up to date with developments, allowing the expatriate to react as needed (Bossard & Peterson, 2005; Mezias & Scandura, 2005). 


Home office mentors can also increase the benefits of mentoring for the organisation. Through frequent contact with the expatriate the organisation can ensure the assignment is progressing as desired. The mentor can evaluate the assignment through CMC and provide assistance and training for the expatriate when required (Siegel et al., 1999). Through e-mentoring the integration of home office policies into the foreign location can be monitored and encouraged (Crocitto et al., 2005). The e-mentoring relationship is part of transferring knowledge between locations in this way, and thus ensures effective knowledge management (Bossard & Peterson, 2005; Mezias et al., 2005). 


The benefit of Host Country Nationals (HCNs) as mentors is their superior knowledge of the local organisation and the culture it operates within. However HCN’s may not be the only ones who possess this knowledge. In many cases the current expatriate is not the first to have been sent to that location. A former expatriate in that or a similar location who has moved on (either to another expatriate assignment or back to the home office) may be an effective mentor, as they are a great source of relevant information and advice. Former expatriates have experienced the types of adjustments required, the issues and challenges which they have to be faced, and will probably be able to give tips and advice on how to be effective while on assignment. Former expatriates serve as a means of increasing the human and social capital by sharing their own knowledge (Crocitto et al., 2005). Traditional mentoring with a former expatriate would be difficult because of the time and expense of travel required for face-to-face contact. However using e-mentoring, former expatriates would become viable options as mentors for the expatriate. “Repatriates bring an added richness to the international assignment by imparting first-hand, specialised knowledge of the counties in which they worked and insights about their organisational and professional counterparts” (Crocitto et al., 2005, p. 530). With e-mentoring, the geographical distance between the two would no longer be a barrier to continuing or starting a new mentoring relationship.

E-mentoring is more flexible than traditional mentoring relationships. The asynchronous nature of CMC means a mentor or protégé can send a message to the other person at a time which suits them (Mueller, 2004). Rather than having to be at a prearranged location at a prearranged time to communicate, communication from either party can occur at different times and from different locations (Hunt, 2005; Kirk & Olinger, 2003; Lajoie & Legare, 2005). This allows for greater flexibility in when and where mentoring occurs (Ensher et al., 2003). Therefore, mentoring can be more easily adapted to fit in with both the mentor and protégé’s schedules (Hamilton & Scandura, 2003). For example, if a certain time is usually used for e-mentoring and something carries over into that time, mentoring can be caught up on at a later point rather than the communication never occurring. E-mentoring allows mentoring to occur without interfering with daily commitments (Headlem-Wells et al., 2006) so participation in the relationship is less of an intrusion (Packard, 2003). Bierema and Merriam (2002) argue that this greater flexibility means that those who would normally be unable to commit to mentoring, due to time constraints, now can; for example, those more senior in the organisation. This again increases the pool of available mentors for those on foreign assignments and more effective mentors should be able to be involved in mentoring expatriates (Rickard, 2004).

The asynchronous nature of e-mentoring not only increases flexibility, but also allows for more considered responses in communications. Mueller (2004), Hunt (2005) and Bierema and Hill (2005) suggest that not needing an instant reply in CMC allows time for more deliberative, reflective and thoughtful responses in communication. Rather than attempting to give meaning without having time to consider how best to convey it, asynchronous CMC allows this to occur. Because of this, it is likely that opinions and advice given via CMC are more accurately conveyed. Supporting this, Hamilton and Scandura (2003) as well as Ensher et al. (2003), point to multiple studies which have found that text based communication actually achieves more honest feedback than face-to-face communication. 

Because e-mentoring occurs through mainly text based communication, there are no verbal and non-verbal cues (Ensher et al., 2003). Potential barriers or hindrances to effective mentoring relationships such as gender, race, social status, and power are therefore reduced or even removed (Hunt, 2005). Social presence and stereotypes become less of an issue for influencing communication (Mueller, 2004) meaning superficial characteristics are less likely to cause categorisation of others and influence how they will be perceived or treated during the relationship (Ensher et al., 2003; Lajoie & Legare, 2005). Beneficially, the status differences between mentor and protégé are thus reduced (Lajoie & Legare, 2005). As a result of this equalisation, more open and honest communication is likely to occur (Mueller, 2004). Rather than superficial commonalities being a base of the relationship, the common goals and interests of the mentoring relationship can be focused on (Ensher et al., 2003). The result of this is what Headlem-Wells et al. (2006) term a ‘community of practice’. A community of practice is when members aim to develop capabilities and are held together by passion, commitment and identification with the group’s goals (Wenger & Synder, 2000). With this in mind, the common goal of expatriate assignment success, rather than socio-cultural reasons, binds the mentor and protégé together. The focus of the relationship is more likely to be the organisationally desired goal if these other ‘side-tracks’ can be avoided. The lack of verbal and non-verbal communication cues from e-mentoring therefore may aid in more open and effective mentoring.

Hunt (2005) states another benefit of the text based nature of e-mentoring is an increased ability to record communications. This enables easier recording of the goals and expectations of the relationship, which in turn help keep interactions goal oriented and achieved goals easier to recognise (Ensher et al., 2003). Knowing that communications are being recorded can also motivate the members of the relationship to communicate in an appropriate manner. If conflicts arise the records of communication can be accessed to resolve the situation. In this way the recording of communications can act as a controlling mechanism. However, the recording of communications may also have negative impacts on communication, which will be addressed in detail later in the paper.

A barrier to traditional mentoring relationships is the cost of travel and having to be away from work duties for long periods of time. “A major advantage of an e-mentoring system is cost effectiveness” (Headlem-Wells et al., 2006a, p.486). Because e-mentoring is not place dependent it can occur almost anywhere meaning travel is less likely to be required. This reduces the costs in terms of both time and money (Mueller, 2004; Packard, 2003). Also because e-mentoring is based on CMC and being in the same physical location is not required, e-mentoring is scalable. One mentor can easily be linked to multiple protégés and communicate with them when necessary (Mueller, 2004). For example, a former expatriate to a specific region can mentor multiple current expatriates in similar locations. Because one mentor can be in an e-mentoring relationship with multiple protégés, the number of individuals needed to mentor is reduced. Time flexibility also helps reduce costs. As communications can occur asynchronously, time spent mentoring can be during times that suit during the week or day. For example, e-mentoring communication could occur while waiting on an appointment to arrive or as a break from the current activity. 


Developing and setting up an e-mentoring system may incur high short-term costs as it takes time and money to organise access to and training in relevant technology (Fodeman, 2002). However, the scalability and reduced travel times of e-mentoring are likely to overcome such financial barriers making it more cost effective than traditional mentoring relationships in the long-term. For this reason e-mentoring is a cheaper option than traditional mentoring relationships (Headlem-Wells et al., 2006a; Lajoie & Legare, 2005; Mueller, 2004; Packard, 2003).

Just as one mentor can be linked to multiple protégés, multiple mentors can be linked to one protégé. The ease of communication and participation in e-mentoring allows an expatriate increased access to a range of mentors at once. This can be beneficial as finding the one ideal mentor to provide all the functions required by an expatriate is unlikely to occur (DeJanasz et al., 2003; Packard, 2003). An expatriate with access to a range of mentors increases access to a wider range of expertise which can be drawn on when needed (Bierema & Hill, 2005; DeJanasz et al., 2002; Higgins and Kram, 2001; Mezias & Scandura, 2005). When expertise on a specific issue is required, such as culture or organisational direction, the expatriate can access multiple mentors at once in order to gain the most effective assistance and mentoring. The ease of sending a single e-mail to multiple recipients means this does not even have to take more time, but much more useful information can be gained.


The effect of multiple mentors may cause an e-mentoring relationship not to be as close as in a one-on-one relationship. Although Packard (2003) claims “the networking model essentially asserts that networking with multiple, less close relationships is more advantageous than relying on one close relationship” (p.58). The ease of access to multiple mentors is therefore beneficial for expatriates. Packard (2003) also states that having multiple mentors for a protégé reduces the amount of commitment needed from each mentor which in turn increases mentor freedom. 
CHALLENGES WITH E-MENTORING
Although e-mentoring provides many special benefits compared to traditional mentoring, there are still some shortcomings and challenges which need to be addressed (See Fig. 4). The following section will address the potential shortcomings of e-mentoring and how these may be overcome (See Fig. 5).

Relationships
In order for any form of mentoring relationship to be effective, those involved in the relationship must have mutual respect, trust, and commitment to the relationship (Wadia-Fascetti & Leventman, 2000). Unfortunately it is difficult to build this into mentoring relationships. It is even harder to develop these in an e-mentoring relationship (Bierema & Hill, 2005; Kayworth & Leidner, 2001/2002). Although developing an e-mentoring relationship involves a similar process to face-to-face relationships, the process in e-mentoring is much slower (Lajoie & Legare, 2005). This is especially the case if the mentor and the protégé have never met (Purcell, 2004). This is because in order to develop a relationship, a large amount of information needs to be exchanged early on. It is much easier to gather information in a face-to-face situation, as verbal and non-verbal cues can also provide information (Purcell, 2004). As e-mentoring occurs primarily through text-based communication, gathering the information needed to develop a relationship is not as quick or easy (Bierema & Hill, 2005).

For some in e-mentoring relationships it is not possible to meet in person to begin the relationship. This is one of the reasons e-mentoring is often used as a mentoring tool. However, Purcell (2004) and Bierema & Hill (2005) stress the importance of building a solid relationship first, before effective mentoring can occur. Both Woodd (1999) and Purcell (2004) suggest that in all cases where it is possible, an e-mentoring relationship should begin with face-to-face communication, similar to traditional mentoring. After that, e-mentoring, they argue, will be more effective. For the purposes of expatriate assignments, in many cases a mentor may exist in the home location, (such as a returned expatriate from the assignment location). If this is the case, the mentoring relationship should first be developed in the home location before the expatriate begins their foreign assignment. This will allow the ‘solid relationship’ described by Bierema and Hill (2005) to be developed which should allow for more effective e-mentoring to occur while the protégé is on the expatriate assignment. They go on to mention that if face-to-face communication is not possible (such as the Burkina Faso example given earlier) a series of phone calls can be used. Phone calls allow for easier and more effective information gathering to occur than CMC alone and thus aid in building the mentoring relationship. Even though relationships are built more slowly though e-mentoring, preparatory development can be undertaken. If face-to-face communication is unviable phone calls can help improve this process.


One of the causes of slower relationship development within e-mentoring is due to the lack of verbal and non-verbal communication cues. Tone, facial expressions and other cues do not exist in most CMC (Lajoie & Legare, 2005). Without these, it is more difficult to gauge the meaning of what is being communicated (Woodd, 1999). The text based nature of e-mentoring means understanding communications between the mentor and the protégé is more difficult (Bierema & Merriam, 2002; Purcell, 2004; Woodd, 1999). The information gathering required to develop the relationship is thus hindered. Attempts at humour, sarcasm, and other communication features such as attempting to portray an emotion, can lead to misinterpretations and misunderstandings (Bierema & Hill, 2005; Mueller, 2004). 
Figure 4: Summary of potential challenges or shortcomings involved with e-mentoring
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Miscommunication can be particularly unfortunate in the mentoring of an expatriate. For example, advice on adjusting to the culture may be misinterpreted and cause a cultural ‘faux pax’ and set adjustment back rather than progress it. Woodd (1999) also recognises the difficulty of portraying one’s feelings and emotions through CMC and suggests e-mentoring may hinder the psychosocial aspects of mentoring as a result. Not surprisingly, miscommunication has been found to be a major cause of e-mentoring failure (Single & Muller, 2001).

Miscommunication in e-mentoring can be reduced by improving online written communication skills (Kayworth & Leidner, 2001/2002). Because the language used in e-mentoring communications carries a heavier ‘weighting’ due to less cues, it has more influence on what meaning is gained from communication. Therefore, in order to keep miscommunication to a minimum, training in online communication techniques is required (Hamilton & Scandura, 2003). Training and support surrounding this matter are essential for effective e-mentoring. Without it, those lacking good online communication skills may not have the ability to accurately convey emotions (Ensher et al., 2003; Single and Muller, 2001). Training methods which ensure that common communication interpretation problems are avoided are also necessary (Lajoie & Legare, 2005). Setting guidelines or online communication ‘norms’ would be beneficial. For example by agreeing on communication standards such as exclamation marks meaning excitement rather than anger, miscommunication could be reduced. The easiest way to enhance communication and avoid miscommunication is developing online communication skills.

E-mentoring requires information technology (I.T.). The I.T. can also cause many problems which face-to-face mentoring does not have (Kayworth & Leidner, 2001/2002). Computer incompatibility issues such as pop-up blockers, or not having the correct versions of software, can hinder or stop effective CMC (Headlem-Wells et al., 2006b). Even if the technology being used is compatible, and communication is occurring well, there is the potential that something may break down. If the technology breaks down in e-mentoring, so does the communication and thus, the mentoring (Mueller, 2004). This is particularly bad for e-mentoring as it is more difficult to re-establish communication in an e-mentoring relationship than it is for traditional mentoring (Mueller, 2004). 


Aside from technology failures, access to technology can also hinder mentoring in e-mentoring relationships. Without access to the necessary technology e-mentoring cannot occur. E-mentoring programmes need to take into account factors such as regular, easy, and cheap computer and internet access (Bierema & Merriam, 2002; Headlem-Wells et al., 2006a). In some locations the ability to reach the technology necessary to conduct e-mentoring may be more difficult than others (Bierema & Hill, 2005). Not in all cases will an expatriate be able to simply go to an internet café whenever they desire to communicate with their mentor. Without appropriate access to the required technology the ease and flexibility of e-mentoring is removed.


Comfort with using computers and e-mentoring related technology is another potential barrier to effective e-mentoring relationships. Even though in today’s age where a large proportion of people face no real problems with computer use, some feel anxiety with using computers and associated technology (Headlem-Wells et al., 2006a). Anxiety which causes a retreat from the use of technology or computer illiteracy itself has obvious effects on the effectiveness of e-mentoring (Bierema & Merriam, 2002). Inability to use the required technology means communication would not be able to occur (Birema & Hill, 2005) and without communication, mentoring cannot occur. 

As with many human resource issues, training can be effective in overcoming technology barriers in e-mentoring. By providing training in how to effectively use e-mentoring technology, including how to overcome minor problems, e-mentoring literacy levels can be improved (Bierema & Hill, 2005; Mueller, 2004). Even anxiety of computer use can be overcome through training, Hamilton and Scandura (2003) found the more experience individuals have with e-mentoring related technology the less anxiety they will have with using it. Training for both the mentor and protégé should be given in how to conduct CMC and use the technology required. Having comfort in using the technology should increase the capabilities of those in the relationship and increase the effectiveness of their communication. 


Technological support is important for e-mentoring (Bierema & Hill, 2005). Having technological support available while using technology gives confidence for those using it. It should also reduce the amount of time when communication may not be possible (Hamilton & Scandura, 2003). Support is also needed in the form of back-up communication methods if primary communication methods do break down (Mueller, 2004). This could be in many forms such as telephone communications or accessing another computer or website. 

The issue of access to technology needs to be addressed by the organisation sending the expatriate on their assignment. It may be easy for the mentor to access the required technology in the home office, but this may be more difficult for the expatriate in a foreign location. Recognising potential barriers and identifying solutions is needed. This may take resources for planning and acquiring the required solutions, but is essential for e-mentoring to be effective (Mueller, 2004). It may be as simple as giving a password for the foreign office’s internet connection. But it may require purchasing a mobile modem for the expatriate to plug into their laptop to access their e-mail, or the use of a satellite phone. Whatever the solution, in order for e-mentoring to occur, planning and pre-thought for access to technology is required. Without access to the required technology, e-mentoring cannot occur (Headlem-Wells et al., 2006a).
Figure 5: Methods for overcoming potential challenges or shortcomings of e-mentoring


[image: image3]

An advantage of text-based communication given above is the potential to record communications. This can help record the goals and expectations of the relationship, which in turn can help keep interactions goal oriented and also enable the recognition of goals which have been achieved (Ensher et al., 2003). However, the recording of communications creates a privacy issue. A record of written communication may be used out of context which may cause harm to the sender (Ensher et al., 2003). Kayworth and Leidner (2001/2002) suggest records may cause a mentor not give a message they wish to give. It could be a motivational or helpful comment, but may be viewed differently out of context by someone else, therefore will not be given. 

Privacy issues with less malice can also occur due to recorded communication. Emotions and feelings are likely to be portrayed by an expatriate in order to gain understanding and support from a mentor. By having these recorded, the likelihood of someone other than the intended recipient also seeing the communication is increased (Woodd, 1999). This in turn may create less open communication and thus less effective e-mentoring.

This highlights another privacy problem which may occur with e-mentoring. It is easy to accidentally send an e-mail or other communication to the wrong person (Purcell, 2004). On top of this the “major concern of the internet is the lack of security for unprotected confidential information. Anyone can read e-mail if they deliberately set out to” (Woodd, 1999, p.143). Private communications may not remain that way, which may hinder honest communications and as a result, the mentoring relationship.

The easiest way of overcoming privacy issues is to automatically delete all communications after they have been received. However this would remove some of the benefits which records can provide. A balance between what is kept and what is not kept is required. An organisational policy which states that those in e-mentoring relationships must delete all communications which are not directly related to the success of the organisational assignments may help this to occur. It will be difficult to ensure this type of policy occurs and would take a lot of personal judgement over what is kept. Because of this the importance of mutual respect, trust and commitment to the relationship cannot be overemphasised (Bierema & Mirriam, 2002). 


Although it is difficult to stop those who deliberately set out to read confidential communications (Woodd, 1999), it can be made more difficult. The use of encryption, passwords, and secure and refreshing websites increase the difficulty of access to those wishing to access communications. It may not keep out the most effective ‘hackers’ but it is likely to keep out the majority of people. Simple precautions can also be taken, such as not storing passwords on the computer used for communication or by having password protected encrypted folders. Precautions such as creating an automatic desired recipient check to flash onto the screen before an e-mail is sent can also help reduce human error. Although privacy is difficult to protect through CMC, precautions can be taken to increase it.

Certain psychosocial functions of mentoring relationships such as coaching, counselling and role-modelling (McDowall-Long, 2004; Mezias & Scandura, 2005; Siegel, Mosca & Karim, 1999) appear to be more difficult through e-mentoring as opposed to traditional mentoring. Although very little e-mentoring research has made mention of these functions, the nature of e-mentoring suggests aspects of these functions would be problematical (Hamilton & Scandura, 2003). Because the mentor does not have to be in the same location as the protégé, the mentor will be unable to demonstrate appropriate work ethics or examples through their continuous physical presence (Kayworth & Leidner, 2001/2002; Hamilton & Scandura, 2003). E-mentoring is also unlikely to provide the level of support, counselling or advice available in face-to-face communications (Bierema & Merriam, 2002). It is important to keep in mind the reduced functions and potential barriers to e-mentoring which suggest that e-mentoring is not the all encompassing key to expatriate success. 
E-MENTORING AND VIDEO CONFERENCING
Some shortcomings of e-mentoring are linked directly to the lack of verbal and non-verbal cues in communication. Advancements in technology have opened up new possibilities for CMC and as a result, for e-mentoring relationships. Cheaper computing equipment and increased internet speeds has meant that communication is no longer required to be text-based alone. Hunt (2005) argues utilising the full potential of technology will increase the potential of e-mentoring. Rather than simply using e-mail and other text-based communication, the use of video conferencing can complement e-mentoring activities (Bierema & Merriam, 2002; Rosser et al., 2007). Although little, if any, research has looked into the specific use of video communication for e-mentoring, many researchers point toward its potential in enhancing e-mentoring relationships and effectiveness. Rather than communications being limited through a lack of verbal and non-verbal cues, video conferencing allows for more depth in communications (Rosser et al., 2007). Hamilton and Scandura (2003) believe technology such as this allows a mentoring relationship to be more like ‘real life,’ as visual cues remain present in communications. Unlike traditional mentoring video-conferencing also allows for visual communication to occur across vast geographical distances. Video conferencing addresses some of the shortcomings of e-mentoring. By overcoming these to some degree, and with the other benefits of e-mentoring, “technology-supported mentoring complements and extends what can be achieved by face-to-face mentoring” (Packard, 2003, p.57). 

Potentially enhancing e-mentoring through the use of video conferencing has many benefits such as reducing miscommunication and increasing relationship development. It could be argued that video-conferencing may actually destroy many of the beneficial features of e-mentoring. Barriers to e-mentoring which relate to an individual’s inability to confidently use the technology required (Bireme & Hill, 2005; Bierema & Merriam, 2002; Headlem-Wells et al., 2006a) may increase in significance. Harnessing technological advances may increase anxiety over computer use (Bierema & Merriam, 2002). There is also a common perception that the more technology which is used or the more sophisticated it becomes, the more may potentially go wrong. 


For effective video-conferencing to occur a fast internet connection and a camera of reasonable quality are required. Conversations which are disjointed due to a time-lag between participants are difficult. This may be exacerbated through video conversations as visual and verbal cues may become more difficult to understand. For this reason it is important that access to the appropriate levels of technology, such as fast internet connections, is available for those in the mentoring relationship. However with the increasing access to, and use of, broadband internet, video cellular phones and enlarged cellular network coverage, this is becoming less and less of an issue. 

Aside from specific anxiety and technological issues, many of which can be overcome though effective training, experience, and support, video-conferencing may reduce some of the other benefits of e-mentoring. The asynchronous nature of text-based communication commonly used in e-mentoring relationships allows for increased thought, flexibility, and access to mentors. However video-conferencing removes some asynchrony. Those involved in the mentoring relationship are required to be at a certain place at a certain time in their respective locations to allow live visual communication. This is of particular concern when an expatriate and mentor are in different time zones. In order for synchronous communication to occur, one member of the relationship may have to communicate at a very inconvenient time. Communication may be enhanced, but this enhancement may occur to the detriment of flexibility.

Video conferencing gives an opportunity for both the mentor and protégé to see each other. This can help build their relationship (Woodd, 1999; Purcell, 2004) but may lead to other issues arising in the relationship. Potential barriers for effective traditional mentoring include gender, race, social status, and power differences (Hunt, 2005). These are largely overcome through text-based communication (Hunt, 2005; Mueller, 2004). However, adding the visual element of video conferencing to e-mentoring may hinder how effective e-mentoring may be at managing this. Video conferencing may increase the influence of social presence and stereotypes on communications and the mentoring relationship. Because of their ‘re-entry’ into e-mentoring through video conferencing, superficial characteristics are therefore more likely to cause categorisation of others and influence how they will be perceived or treated during the mentoring relationship (Ensher et al., 2003; Lajoie & Legare, 2005).
FURTHER RESEARCH
As stated earlier, an in-depth literature search found only around 25 articles related specifically to e-mentoring, none of which focused directly on the use of e-mentoring for expatriate assignments. Most articles mention potential benefits of e-mentoring, which can be easily transferred into an expatriate context, but no empirical research focused on the effectiveness of e-mentoring in regards to improving expatriate assignments. Therefore, empirical research is required to test the validity of e-mentoring for expatriate assignments. Through effective testing of e-mentoring, practitioners can gain evidence of its effectiveness and thus be equipped with the knowledge of whether the investment of resources into setting up and maintaining e-mentoring is viable.


Because people learn in different ways, training and human resource development literature stresses the importance of learning styles for effective training (Delahaye, 2005). The influence of learning styles suggests some expatriates may not learn effectively through CMC, which is the basis for much of an e-mentoring relationship. Harvey and Novicevic (2001) propose the learning styles of potential expatriates must be determined for effective expatriate assignments. They argue this is necessary so communications and training with the expatriate can be done in a manner which is most conducive to learning. Because e-mentoring uses specific communication styles, it may not be effective for all expatriates. Empirical research into which types of learners are most likely to benefit from e-mentoring may help gauge the potential of e-mentoring for certain types of expatriates. It may also give indication of other criterion which could help in the selection and training of potential expatriates. If e-mentoring proves to improve the effectiveness of expatriate assignments, knowledge of appropriate learning styles for e-mentoring may help this occur.

Also linked to learning styles is the impact of culture on the effectiveness of e-mentoring. As cultures differ in many dimensions, it is likely that the effectiveness of e-mentoring across cultures will also differ. For example, expatriates from a collectivist culture may view e-mentoring as too individualistic in focus so may be uncomfortable participating. This is only one potential barrier culture may pose, but it highlights the impact culture may have on e-mentoring. By looking into how receptive to e-mentoring certain cultures are, knowledge of when e-mentoring may be most effective can be gained. Culture may influence e-mentoring in terms of both which individuals will be comfortable with e-mentoring and also which cultures may view e-mentoring activities of foreign individuals as appropriate. E-mentoring may be appropriate in and for those of certain cultures and not others. Empirical research may aid in ascertaining which these are.
CONCLUSION
E-mentoring overcomes many of the limitations associated with traditional mentoring relationships such as geographical limitations which lead to a lack of access to mentors and high costs. E-mentoring may therefore be more effective in helping reduce the likelihood of expatriate assignment failure. Rather than communicating in a face-to-face relationship an e-mentoring relationship occurs mainly across computer mediated communication. Mentoring activities are no longer bound by geographical constraints. This increases the access of protégés to applicable mentors such as previous expatriates and home office based experts. E-mentoring reduces travel and time requirements also help to reduce the costs of mentoring. This coupled with the asynchronous nature of communication involved in e-mentoring increases the effectiveness of mentoring as it allows for more thought in communications as well as increasing flexibility in mentoring activities. In turn this increases the potential pool of individuals willing to be involved in mentoring relationships. E-mentoring is also more scalable than traditional mentoring as it is easier for multiple mentors or protégés to be in relationships. However some difficulty in developing relationships and possibly fewer psychosocial functions are potential shortcomings of e-mentoring as compared to traditional mentoring. 
Challenges such as privacy, miscommunication and technology issues also exist, but many of these may be overcome through effective training of and experience with e-mentoring. There may be many ways in which e-mentoring may be improved, potentially making it even more effective in reducing expatriate failure rates. Video conferencing may be one method of improvement, however as previously discussed, it may actually be more detrimental than beneficial. This highlights the need for empirical research on e-mentoring relationships. There may be those with specific learning styles or from a certain culture which e-mentoring may not be effective in helping. Issues such as how effective e-mentoring is, for whom it is effective, and how it may be improved needs to be researched further. However, the benefits of e-mentoring point toward it being an effective tool in benefiting expatriate assignments and thus increasing multinational corporations’ international effectiveness.
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