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1

Introduction

The world is changing, a wizard in a movie once said. This phrase represents the state our world is in now.
No longer do people live solely in their home countries, secluded from other kinds of people and from
diverse cultures. Nowadays people are encouraged to socialize across countries' and cultures' borders in
order to gain new perspectives on different ways of living. Rizvi (2009) focuses on the concept of
transnationalism and states that mobility of people is more frequent and mobility as a concept is more
blurred nowadays than it used to be. There is an emergence of certain kinds of relationships that are both
globally networked and intensified, which present new challenges to the transients and their organizations.
The mobility and the cultural knowledge (or multiculturalism or cross-culturalism) can no longer be seen to
be stable, when focusing on issues related to these concepts one needs to accept that uncertainty and
dynamism in cross-border relations are here to stay. Awareness of these trends of multiculturalism and the
uncertainty involved is a good motivator for exploring the ever evolving and dynamic concept of crosscultural mentoring.
Especially young people are more and more interested in going abroad for a period of time to explore the
world - Universities often provide them with the opportunity by arranging student exchanges and
internships abroad.
Anyone, however, who has never visited another country before, can experience great difficulties when
entering a new culture with its rich traditions and customs. It can even be challenging for someone who has
travelled a lot but not visited the country he or she is going to study or work in. A culture is much more
than local music, art and dance; it is a complexity of values, attitudes, rituals, spoken and unspoken
language, traditions and ways to live, to name a few. Are there ways to minimize the difficulties of
adjustment and improve effective communication?
Globalization, movement of work force, trade of goods around the world, companies with branches on
different continents, and curious open-minded people who want to get to know other cultures by studying
and working in other countries, have led to a situation where people in many companies need to cope with,
manage and co-operate with others from several cultures under the same roof. In a world, where cultural
boundaries are dissolving as the result of new media, migration and globalization, intercultural competence
is seen as crucial to business success (Guffey, 2007, Hilton, 2007, p.34-36). Hofstede (1998) has, however,
suggested that nobody can think purely globally and therefore the importance of understanding local
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constraints is crucial in the context of global personnel management. This necessitates the understanding
of local, national and organizational cultures. According to Rizvi (2009, p.287) “… the local is always
transformed as a result of engagement with others, this transformation is never uniform across cultural
sites: globalization produces new hybrid formations that are highly context-specific and localized.” He also
maintains that
“If the hybridity is a basic outcome of global mobility, then we need to remind ourselves of that
it has never been possible to know cultures in their pristine and authentic form. Instead, our
focus must shift to the ways which cultural forms become separated from existing practices and
recombine into new forms, and into new practices in their local conditions set against global
forces” (Rizvi, 2009, p. 284).

Study abroad programs have shown to be effective tools in making students more proficient in,
approachable and open to intercultural communication (Clarke et al. 2009, p.173). Even though it is
possible to nurture these skills on campus through intercultural encounters, (Schuster et al. 1998, p.121132) and, Rundstrom-Williams (2005, p. 369), among others, conclude that full immersion has a deeper
impact. This immersion, however, may not really happen without support. By employing mentoring
practices in organizations with an international perspective and infrastructure, the student can concentrate
on gaining both intercultural competence as well as other skills related to the task.
Since cultural mentoring has not been experienced widely nor researched intensively, there is not yet a
fully developed concept of it, and this leaves some room for interpretation of the whole idea. The purpose
of this report is to investigate and discuss how cultural mentoring could be carried out in order to get the
best and the most effective results in improving the knowledge and the tools of communication in crosscultural encounter. The complexity of aspects involved in ’cultural mentoring’ can be grasped when
considering the effort it needs to change people's ways of acting in different environments with different
people, and handling varying situations.
This report explores and deepens the understanding of the concept of cultural mentoring. We would like to
define the concept (Section 2) and more specifically look at the tasks and the roles of a cultural mentor
(Section 3). We also suggest what kind of preparation is seen as essential for both the mentor and the
mentee. In Section 4 we present the results from the SKILL2E1 project pilot phase with sample

1

http://skill2e.fh-salzburg.ac.at
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implementation cases. The final section (5) is dedicated to recommendations for implementing a cultural
mentoring program.

1.1

Aim

Since a cultural mentoring program has not been established yet as a well-defined concept it is difficult to
directly define its meaning. An answer is needed to the question “What is cultural mentoring in reality?”.
To find the answer one needs to get acquainted with terms such as mentoring, organizational culture and
national culture, which are related to the subject, this report seeks to answer the question of what is
expected from a mentor as well as a mentee in order for both to have mutual gain from the program, and
to propose a model for a realistic and effective mentoring program.
The model has been designed on the basis of a thorough theoretical framework and the input and feedback
from enterprise representatives from all consortium cultures. This model of cultural mentoring has then
been piloted in university-enterprise cooperation, where the student takes the role of the mentee and the
enterprise representative takes on the role of the mentor. The unique context of our implementation is
taken into consideration when focusing on the concrete implementation plan for a cultural mentoring
program for international internships in foreign enterprises. The context is also to be considered when
specifying the qualification and task profiles of the mentors. Best practices from former mentoring
experiences (KICK-project and Mentoring in the Nursing program at Arcada) have also been integrated.

1.2

Benefits of Introducing the Concept of Cultural Mentoring

The benefits listed here are based on research as well as input from the consortium enterprise partners
including associated ones. The central benefits for the enterprise focus on


Helping to maximize company's effectiveness and productivity



Supporting to create a good working environment



Improving overall communication in the organization
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In additional, according to (Lindholm & Lercheeds, 2003) enterprises can profit from:


Increased recruitment opportunities of the international mentees



Increased social awareness and increased interest for similar development projects



Increased communication between society, educational organization and the business world



New ideas about work based learning possibilities and development of workplace counseling as
such

The Mentee benefits (Huang-Nissen & Myers, 1994) include the following:


Fosters career development and increased visibility in organization



Enhances interpersonal skills



Learns to work with people of diverse backgrounds



Establishes network and new contacts



Benefits from personal growth and increased self-confidence

After a review of research in the field, Aminoff & Hultin (2010) describe good mentoring relationship as a
relationship where parties have enough time for each other’s development and where the mentee feels
empowered. Experiences from the Mentorship program at Arcada (Aminoff & Hultin, 2010) show that
mentorship is an effective way to enhance professional growth for the mentee:
support

Mentor

reflection

experience

role model

recognition

discussion

Professional development
Personal
growth

Professional
growth

Mentee

Figure 1: Mentoring enhances professional development for the mentee (including both personal and
professional growth) for the mentee (adapted from Aminoff & Hultin, 2010).
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The Mentor benefits (Huang-Nissen & Myers, 1994) include the following:


Enhances interpersonal skill



Learns to work with people of diverse backgrounds



Involved in culture's laboratory, therefore gaining sensitivity to other cultures



Benefits from personal growth



Taps into a pool of unused talent, wisdom and skills



Enjoys the satisfaction of seeing a mentee gaining confidence and poise

As can be seen from the above, the mentors also benefit since they, as part of the program, develop their
own coaching skills. Since this project is dealing with young people (students) one can also assume that the
mentors benefit from learning about young people and abut the educational field as such (Lindholm &
Lercheeds, 2003). This is the more relevant if we consider the demographic changes and retirement ages in
many European societies. Employees will need to be able to collaborate effectively across generations,
each with their own value systems and practices.
A positive cultural mentoring experience for both the mentee and the mentor has the potential to increase
their will of getting involved, and their proficiency in handling cross-cultural encounters in the future, which
can be seen as a strength and an opportunity for them and the organizations where they interact (Cai &
Rodrigues, 1996).
Society's benefits (Huang-Nissen & Myers, 1994) include the followings:


Diversified labor market: Growing number of people from abroad is needed but we do not employ
them although they are available. By providing employment to others we can better understand of
their culture



Larger labor market: Promote employment of non-native employees to help out when the number
of employable people decreases



Mitigation of racism and promotion of democratic values



Promotion of awareness and openness towards other cultures

Other benefits (Lindholm & Lerche, 2003 eds):


Increased regional cooperation between business enterprises and education and research
organizations



Introduction of new competencies within the field of education



Increased dialogue between the various employment sectors
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Additionally the so called third task of the higher education sector is supported by this way of looking at
cultural mentoring: higher education institutions (HEI), enterprises and the society at large profit from a
better understanding of each other through cooperation. Furthermore, it is also valuable for enterprises to
see what is taught at the moment in the HEIs. Thus the knowledge transfer from HEIs into enterprises is
facilitated but also a better understanding of workplace environment requirements in the other direction.
In an enterprise workshop held at the project control meeting in Istanbul in October 2011, goals and
challenges were identified related to cultural mentoring.2 The challenges that need to be considered are in
conceptualizing the model for the mentoring, but even more so when planning the training for mentors and
mentees.
Identified Goals for Cultural Mentoring:










Enhance employer branding
Increase productivity and efficiency
Ensure the right fit of placement student and company objectives
Wider recruiting pool for attracting talent
Support mentor development
Address issues of demographic change and necessity for diversity in future
Improve internal and external communication (esp. with clients)
Improve working in virtual teams
Establish new partnerships, especially new clients

Identified Challenges in Reaching Defined Goals










Dealing with different communication styles
Dealing with conflict and lack of trust
raising awareness for diversity
dealing with clash of expectations
addressing skills development
integrating trainees / interns / employees with migratory backgrounds
identifying and separating personality aspects from cultural influence
assessing development with reference to dealing with different cultural backgrounds
making time and resources available for mentoring

2

In this meeting, enterprise representatives from the following cultures were present: 1 Austrian, 1 British, 3 Finnish 1
Romanian, 1 Spanish, 3 Turkish, 1 US American
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2

Conceptual Framework in SKILL2E

A prerequisite for the conceptualization of such a concept, was the set-up and cultural diversity of the
consortium itself. In this project the following enterprises and the following higher education institutions
are involved in developing the cultural mentoring as described in this report3.
Enterprises:
ETA2U (Romania)
CSI (Spain)
Universum (Finland)
Operaria (Finland)
Wirtschaftskammer Salzburg (Austria)
Porsche (Austria)
Tailormade (UK)
Higher education institutions:
Fachhochschule Salzburg University of Applied Sciences (Austria)
University of Alicante (Spain)
Arcada University of Applied Sciences (Finland)
Mugla University (Turkey)
Southampton Solent University (UK)
Politechnica University of Timisoara (Romania)
We also work with IDI LLC4 that specializes in the assessment and development of intercultural competence
based on the Intercultural Development Inventory. They take a major part in the training before the
mentoring actually takes place. We aim at having all our mentors and mentees prepare and develop by
taking part in this test. For more details on intercultural assessment, see the SKILL2E Intercultural
Assessment selection Report5 as well as the references.
In order to establish a viable theory of cultural mentoring, one has to know the basic meaning of mentoring
and related terms. One also needs to be aware of the complexity within companies’ cultures and in
addition understand what national and professional cultures are. This will be discussed below.

3

Also available via the SKILL2E website http://skill2e.fh-salzburg.ac.at/index.php?id=3
https://www.idiinventory.com
5
Available via the SKILL2E website http://skill2e.fh-salzburg.ac.at/index.php?id=99
4
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2.1

Mentoring

The word mentor originates from Greek mythology thousands of years ago. Odysseus was a warrior and a
traveler, who had to leave his household to somebody loyal enough to take care of it. Odysseus gave this
responsibility to his fellow friend, Mentor. Mentor was also to be a tutor to Telemachos, the son of
Odysseus. The goddess of philosophy, Athena, would take the form of Mentor when she guided Odysseus
through the obstacles he met. This is how the word mentor was formed (Roberts, 1999).
Dale Braimoh (2008) states, that mentoring has existed ever since the creation of the world. He suggested
that God can be seen as a mentor to Adam and Eve in paradise just as the parents of a child can be seen as
mentors. The first example cannot be empirically proved but it gives the basic idea of the relationship that
binds the mentor and the mentee. Braimoh explains in his article that mentoring is a life-long process of
learning that potentially can have an impact on other areas of life (Braimoh, 2008).
Mentoring is often seen as a one-way road, where the mentee is the receiver and the mentor is the giver in
today's approach it is most important for both parties to have mutual gain from the process, for example a
learning experience both ways where knowledge is exchanged. In addition, mentorship should be seen as a
relationship, rather than a top down process where both parties can freely express their feelings and cooperate with respect with one another (Shea, 2001, p. 81-84; Conway, 1998, p. 15-16).
Mentoring can exist in various forms. In a spontaneous mentorship, neither the mentor nor the mentee
have predicted the incident to happen; the process is adapted to the situation where the mentorship is
taking place. A structured mentorship is designed to answer to the organization's needs and future goals
and it usually follows a pre-determined structured pattern that will serve the organization for years.
However, the most used form of mentoring is a freely constructed interaction, where the mentor focuses
on the mentee's difficulties and tries to mitigate them (Juusela, Lillia & Rinne, 2000, p. 17-18). Mentors help
the mentee to build wider networks in the new place from which the mentee can learn. The networks are
important for the mentee's learning (Megginson & Clutterbuck, 2005, p. 4).
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2.1.1 The Mentor and the Mentee

There are several terms for the persons involved in the mentoring relationship.
The meaning of the term mentor today is quite similar to the meaning it had originally. The basic idea of
mentoring is for both the mentor and the mentee to have mutual gain from the process. The term for the
mentor, is clear, but the other party can for example be called mentoree, mentee or adept. We have
chosen to use the word mentee here; since it was most frequently used in the literature we reviewed.
Mentees often later become mentors themselves, and this cycled process instigates and lead to changes in
management (Conway, 1998, p.17, 22). For example, according to Steinberg (2004 in Aminoff & Hultin,
2010, p. 10) the mentee is the one that should be active in the relationship, set the topics for discussion
etc., although both need to have a solid commitment to the mentoring program.
The mentee is the one who is guided by the mentor. The mentees for the prototypical implementation in
this project, SKILL2E, are students studying in one of the consortium universities, respectively employees
with a diverse background. In the case of students, mentoring is delivered within the framework of an
internship (also referred to as practical training/work placement, practical part of studies) abroad in a prechosen enterprise.
In this project both the mentor and the mentee will receive thorough information about the project and
also will be prepared and trained for their roles as mentors and mentee (see Section 3).
As can be seen from the list of the universities involved, they are embedded in different cultures and
thereby they are likely to attract mentors and mentees of various cultures. In the following section we
define culture, its dimensions, and its potential influence on the internship process.

2.2

Culture

Viewing culture as a “set of basic tacit assumptions about how the world is and ought to be that a group of
people share and that determines their perceptions, thoughts, feelings, and, to some degree, their overt
behavior” (Schein, 1996, p. 11) and acknowledging the importance of “the ability to communicate
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effectively and appropriately in a variety of cultural contexts” (J.M. Bennett and Schaetti et al., 2009) with
people who are different from one's self (i.e., who are from a different national, ethnical, religious,
professional, organizational, generational, etc., culture) (Schaetti et al., 2009, p. 128), it becomes crucial, in
the context of the SKILL2E project, to look at the national culture and organizational culture, their degree of
interrelatedness respectively, in order to fully understand the meaning of culture.
Hofstede (1980) has pointed out the implications that the different cultures have on management and
organization. Most people are born into a certain culture and some are free to adopt a culture of their
choice. Organizational (business-) culture is acquired later on in life and it is also voluntarily acquired.
Hofstede also stresses that when it comes to national cultures it is better to talk about values and when it
comes to organizational cultures it is better to talk about practices. Values are therefore acquired more
through family, schools and societal influences that are embedded in a national culture, and practices are
embedded in the organizational culture. This further means that practices are easier to change than values,
which are the core of a culture. Hofstede argues that national cultures therefore are stronger manifested
within people and therefore more difficult to change than the organizational culture, which is learned later
in life. Yet, since organizational culture may over time develop into collective habits it may be difficult to
change it, too (Hofstede, 1998).
Within each national or organizational culture, professional sub-cultures are developed. Depending on the
situation, these cultures may carry varying degrees of importance. Sometimes the national culture can help
in understanding the organizational culture and vice versa (Hofstede & Hofstede, 2005). To enrich
constrained national cultures, Hofstede (1998) recommended that enterprises should employ a diversified
workforce. Awareness of all these cultural forms is relevant in cultural mentoring.
However, in this report, national culture receives somewhat greater attention than the other forms of
culture. Later on Hofstede (1998) argues that national cultures therefore are stronger manifested within
people and therefore more difficult to change than the organizational culture learned later in life. This does
not however mean that the organizational culture is easy to change and this because they have developed
into collective habits over time.
It is also said that national culture can be a challenge for managing an international workforce and
therefore the awareness and understanding of national culture is really needed (Hofstede, 1998). In
SKILL2E we however recognize the professional and organizational cultures' impact as well.
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2.2.1 National Culture

When measuring and comparing cultural differences the four dimensions of a culture, made famous by
Hofstede (1980), and the fifth dimension later proposed by Bond and Hofstede (1983), are good tools.
These dimensions are applicable for both national and organizational cultures, but it is essential for a
mentor to distinguish these two and see the similarities and differences between them (Hofstede &
Hofstede, 2005, p.302).
The first of the dimensions is power distance (PDI), which describes the acceptance of inequality in a
culture. Cultures with a high PDI accept and also expect power. If the manager of a company is often in
direct contact with co-workers of a lower level in the hierarchy, the culture is considered to have a low PDI.
Masculinity (MAS) versus femininity is the second of Hofstede's dimensions. A culture with masculine
values favors competition, assertiveness and material, while caring, modesty and seeking of harmony links
to feminine cultures. The third dimension is collectivistic versus individualistic (IND) cultures. In a
collectivistic culture uniformity in the group is highly appreciated and harmony within the group is desired.
One's own needs are put aside and the group's values seem more important. Communication within a
collectivistic culture is very high-context and it is important to avoid ’losing face’. The individualistic view is
the opposite: people are encouraged in entrepreneurship and it is important to express one's feelings as
clearly as possible. Willingness to take risks and handling uncertain situations are measured with the
dimension of uncertainty avoidance (UAI). Cultures with high uncertainty avoidance desire rules and clear
guidelines. If a culture is willing to take risks and wants to leave the future unplanned it can be considered
to have a low uncertainty avoidance index. Upon these four dimensions, Bond and Hofstede (1983) added a
fifth dimension to further differentiate cultures. Long-term (LTO) versus short-term time orientation,
measures the culture's willingness to seize the moment. In a short-term oriented culture one does not plan
his life for the upcoming ten years but chooses to live in the moment. Long-term oriented cultures values
for example persistence (Hofstede, 1980; Hofstede & Hofstede, 2005).
Besides Hofstede's cultural dimensions, cultures can be divided into categories depending on other aspects.
One of the most important is how a culture relates to time. According to Hall (1976) a monochromic view of
time is associated with the Western world, where time is standardized and schedules are respected. The
opposite is the polychromic point of view, where individuals see schedules merely as suggestions, not
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something to adhere to. In a polychromic culture an individual can handle multi-tasking and accomplish a
work related task only at the time when it is important.
Hofstede (1998) does not suggest that one certain profile of the five cultural dimensions is better than the
other profile, but he points out the importance of choosing the right one for the organization or the branch
in focus. Different countries and also different business lines or divisions have different cultures and need
to be handled differently. Of the cultural dimensions mentioned, Power Distance and Uncertainty
Avoidance seem to have the strongest impact on organization structure and organizational cultures in
general. National culture does not change significantly over time and, according to Hofstede, it would not
change much in the future either. One exception that he however sees is that countries would move
towards more individualism as they become richer.

2.2.2 Organizational culture

To fully understand a mentorship process and its needs in a company, one must be aware of the complexity
of different invisible layers in an organization and, furthermore, the culture of the organization. From here
on organizational and business cultures will be perceived as identical and used interchangeably.
If a national culture makes the arena more complex for managing and working in and with a diversified
workforce a business (line) culture can actually help in bridging the gap between two or multiple national
cultures within an organization (Hofstede, 1998). Both are therefore very important for cross-cultural
mentoring. Sometimes the national culture is more dominant and sometimes the organizational culture is
more dominant.
According to Rollinson (2005), an organizational culture is a diverse pattern of unwritten rules and a
behavior system that are considered so important that they need to be taught to new employees entering
the company. These have been formed by the original founders of the organization and are seemed as the
only way to survive in the organization; these are considered the only correct way to think, act and feel in
various situations (Rollinson, 2005 p. 538; Buchanan & Huczynski, 2004, p. 644).
The pattern described is not something the members of a culture constantly ponder, but it is seen as
something ’coded’ into the members' everyday thinking and behavior. Edgar Schein (1990) categorized this
pattern into three layers (see Figure 2), according to how visible they are to outsiders of the culture and
these can be described by imagining a circle divided into three layers. Artifacts are the outermost layer and
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these are visible to outsiders. These represent the company and create uniformity among the employees'
work uniform, ceremonies, taboos, myths and stories, to name a few examples. The middle-layer consists
of the values and beliefs that the company possesses. These vary from organization to organization but
trust, honesty and principles of rewards distribution are common values. The deepest layer in the core of
the organization, which by no means is visible to anyone outside the culture, is the basic assumptions in the
organization. This includes sensitive opinions that should never be discussed because of their delicate
nature, e.g. respect of individuals, who should make the decisions in the organization and whether the
organization promotes collaboration or competition between individuals (Rollinson, 2008, p. 592-593).

2.2.3

Professional culture

Schein (1996) argues that in every organization you often find three different occupational (professional)
cultures and these do not really understand each other and they often tend to have cross-purposes. These
three common cultures are: operator culture, engineering culture and executive culture. Some of these are
more universal and work also outside a specific organization like, for example, the engineering culture. The
operator culture, on the other, hand is more specific and works more within a certain organization as a
result of common experiences. Typical cross-border professional/occupational cultures also exist among
accountants, for example (Schein, 1996). In our case we assume that the students-mentees involved in the
cross-cultural internship programs will be influenced by their own home culture and some of them by both,
their own and the professional (e.g. engineering) cultures.

Figure 3: Schein's model of the organizational culture (in Rollinson, 2004, p. 539, modification).
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2.2.4 The project's cultural setting

Our cultural framework capitalizes on three key factors that enable proper premises for the successful
accomplishment of the envisioned goals and outcomes of the project. They include:
1) a well-conceived selection of partner universities and enterprises reflecting a wide cross-section of
the European culture manifested in the most diverse forms, be they national, academic, student,
company cultures, to ensure a multi-perspective approach adequate for generating sustainable
results. The SKILL2E geographic tool6 reproduced below is illustrative for the cultural clusters
represented in the project (see Figure 4);
2) provision of a three-perspective insight (university-company-international interns) able to address
the most diverse needs of students sent on international placements in joint-supervision with
university staff and company staff;
3) approaching intercultural competence as an effective enabler of students’ increased employability
in the current context of culturally diverse working environments and internationalised recruitment
by harnessing internationally-validated theories and research findings that project a bottom-top
progression of interns’ intercultural competence mapped to their career advancement as follows:
Hammer's developmental intercultural model emphasizing acculturation as a process of
intercultural sensitivity awareness and assimilation with clear descriptions of each stage in the
developmental continuum and guidance related to progression (see further explanations in Section
3.2). A helpful tool in this respect is the Intercultural Development Inventory (IDI), developed by
Hammer as a 53-item questionnaire whose completion generates the respondent’s cultural profile
and the corresponding positioning along the developmental continuum with a very practical
Perceived Orientation score that indicates how the respondent sees himself/herself along the
developmental continuum which is indicative of his/her most likely cultural (non)openness in an
intercultural interaction. This tool is highly effective in assessing interns' initial cultural status, in
monitoring and assessing their evolution and post-placement progress in terms of intercultural
competence development;

6

Available via the SKILL2E website http://skill2e.fh-salzburg.ac.at/index.php?id=23
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Figure 4: National cultures and organizational cultures in SKILL2E.
Hofstede's studies have been chosen to give interns the basics needed to approach organizational cultures
and related communication styles against universally-shared cultural values such as the degree of
inequality that exists/is accepted among people with and without power, the degree of individualism
characteristic of a certain culture, the prevalence of (fe)male values in certain cultures, etc., which
contribute a lot to the students’ smooth integration in the hosting enterprise.
The Global Leadership and Organizational Behaviour Effectiveness research program, also known as the
GLOBE Study of 62 Societies (House et al., 2004) investigates the relation between leadership and
intercultural competence and identifies key leadership behaviours (charismatic/value based, team
oriented, participative, humane oriented, autonomous and self-protective) and attributes (trustworthy,
intelligent, just, decisive, etc.) (House et al., 2004) and provides a good resource to transform today's
students into tomorrow's successful leaders.

In this project we ourselves encountered several cultures and cultural differences among our enterprise
participants and our student participants. Many of the persons involved in SKILL2E also have a firm
Page 18 of 56

knowledge of culture and have as well spent a lot of time with other cultures. This has substantially
supported the development of this model but has also caused unexpected delays as agreeing on the
concept had been challenging until we realized that a compromise is required for core components and
local adaptations (see final section).

3

Cultural Mentoring

When one starts to work in a new place, one needs to adapt to the existing organizational culture. If,
additionally, one has moved to start a job in another country, there is also the national culture to adapt to.
The adaptation process can take a long time and can be very stressful and difficult, if one cannot find help
early on in the process. One way to make it easier would be to have a cultural mentoring program for all
newcomers. Such a program can help the newcomer, the mentee, in getting to know the organizational
culture and the national culture with the help of a mentor.
Employees who are sent abroad for a work assignment often find themselves in a stressful situation where
they feel a pressure to contribute well in the new surrounding that they do not yet understand completely.
(Crawley et al, 2009, p.32). This is when cultural mentoring can help.
Crocitto, Sullivan & Carraher (2005) use the term global mentoring for more or less the same approach as
we call cultural mentoring. They propose that companies should deploy such programs more often to
address the high rate of failure among people who work abroad because they have never learned enough
about the new culture.
Crocitto et al (2005) provide a model for how mentoring should be implemented. The program consists of
three stages: pre-departure stage, the expatriation stage and the repatriation stage. At this point we focus
on the relationship between a mentor and a mentee during the expatriation stage. The pre-departure and
the repatriation stages are important and they would be analyzed as part of the educational process of the
mentee and the mentor.
The expatriation stage, which is in focus here, is the most difficult one. At this stage the mentee needs to
understand and deal with the new culture. In addition to the national culture, the organizational and the
work culture can be difficult to grasp. At this point the mentee puts a great amount of trust into the
mentor. Often a person sent abroad is highly skilled in what they do (technically etc.) and what they really
need help with is cultural awareness and sensitivity (Crocitto et al, 2005, p. 528). Some of the biggest
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challenges for the mentee in the host country are to build a good relationship with the mentor and at the
same time maintain the contacts with the home country base. It can also be very challenging to actually
learn all the cultural norms of doing business in the host country since it often involves unwritten rules and
tacit processes some of which can be learnt more or less by making mistakes. It can also be difficult to learn
what one's concrete tasks are. There are in other word six major career issues that the mentee (expatriate)
must manage during the stay in the host country (according to Crocitto et al, 2005, p. 528). Three of them
are mentioned below. The rest are irrelevant at this point since they are related to multiple mentors and
repatriation. In each stage the three mentioned major career issues that the mentee has to manage during
the stay in the host country should be considered:

3.1



Establishing relationship with the mentor(s) and seeking help with cultural issues.



Learning job tasks and seeking help with job-related issues.



Learning the cultural norms, organizational norms and his/her role in to host organization.

Cultural learning and adjustment

Mentoring across national borders is a challenge. Before a mentoring plan can be made, mentee and
mentor need to understand the mentee's cultural assumptions and values, and be aware of the values and
orientations of the cultures with whom they work. Once they both understand similarities and differences
between the cultures (for example need for a closely scheduled timetable, or understanding that their
communication style is not clear to those from other cultures), they can make progress towards achieving
their goals (Megginson & Clutterbuck, 2005, p. 95).
For mentoring a person from a different culture, the mentor needs to be able to determine how their own
culture and the culture of their mentees will influence their communication. For mentors to be effective
across cultures they must be culturally literate and be sensitive to the needs of individuals from different
cultural backgrounds. Cultural literacy means understanding the values, beliefs and symbols of the
dominant culture and how they are reflected in assumptions and behaviors. It also means a person
understands the values, beliefs and symbols of the organization that are reflected in the employee's
assumptions and behaviors.
Edgar Schein (1996) developed a theory about three different levels of the organizational culture: basic
assumptions, values and beliefs, artifacts and creations. Basic assumptions are fundamental beliefs that are
so taken for granted that most people in a cultural unit subscribe to them not in a conscious way. Values
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and beliefs consist of reasons or justifications for people behaving as they do. Trust, effort, and basics of
reward distribution and honesty included to this level. The third level is called cultural artifacts and
creations. This level includes norms, language, symbols, rites and ceremonies, myths and stories, and
taboos (Rollinson, 2005, p. 538-541). By understanding these levels in the organization a mentor can teach
them to a mentee that is coming in to a new organizational culture. All organizations develop a unique
culture or character wherein employees share common values and beliefs about work-related issues. These
organizational values often include deeply held beliefs about leadership. In many cases, leaders and,
particularly, founders are instrumental in creating and encouraging the culture (Nahavandi, 2000, p. 7).
Cross-cultural mentoring gives an opportunity to understand different cultures for both mentors and
mentees. Mentors and mentees need to accept that cultural differences exist (Megginson & Clutterbuck,
2005, p. 98).
Global literacy theory offers four aspects that mentors should develop within themselves and with others
to become more effective in their inter-cultural communication: personal literacy, social literacy, business
literacy and cultural literacy. Global literacy is the intercultural communication competence necessary for
interacting effectively in a multicultural environment. People begin with themselves by developing their
personal literacy: to raise self-awareness, to work on self-development and to understand the importance
of well-balanced self-esteem. When people have the skills of social literacy, they are able to engage and
challenge others. They can accomplish social literacy by trusting and listening deeply to others, by being
enthusiastic and by using their individualism as learning to teach others and letting others teach them so
everybody can learn more. Networking and creativity go hand in hand (Gore, 2007, p. 135-137).

3.2

Intercultural Communication and Intercultural Competence

Due to globalization and cultures colliding, communication is becoming more and more vital from a
business perspective. Intercultural communication means that people need to express their feelings both
verbally and non-verbally, both at home and at work, to be able to succeed in life (Beamer & Varner, 2008,
p.13).
According to Hall (1959, 1966, 1976, 1984), culture can be interpreted as a way to communicate with the
surrounding people. Hall (1976) divides this term into two areas: high context cultures and low context
cultures. These very different types of culture have specific and significant characteristics. In high context
cultures it is important to decode what is said and to interpret the body language, while in low context
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cultures people say what they actually mean and there are no expectations of interpretation of the words
(Hall in Cragan & Shields, 1998, p. 272-273).
It is not only the spoken words that make a difference when communicating; one must also understand the
importance of non-verbal communication. Especially in unfamiliar cultures, misunderstandings can occur.
Molinsky et al (2005, p. 382) argued that a person's ability to decode gestures is not solely a matter of one's
abilities to adapt. It is important to also take the time spent in the country into consideration. Evidently, a
person who is able to interpret gestures well is also talented in forming new relationships.
Furthermore, Cai and Rodriguez (1996) define intercultural adaption as the process where people in crosscultural interaction make their communication easier to understand for the counterpart. They have
developed a model called the Intercultural Adaption Model. They talk about the importance of the first
meeting and that this first meeting is positive for both parties and that one also should be careful in this
first meeting to point out the cultural difference at hand. One should not let the counterpart feel different
or point out too strongly that they do not come from the same cultures. This is already known and does not
help in this situation.
Koster & Olebe (1988), and Olebe & Koester (1989), have identified eight crucial characteristics of a person
talented in cross-cultural communication. The first one is showing respect to both individuals and cultures.
Another characteristic is the ability to differentiate between what is true and what is not, i.e. someone's
opinions versus facts. The third characteristic is the ability to stay empathetic, and the fourth is to frame
positions and tasks according to one's behavior. This is especially important in groups that include
individuals from different cultures. Knowledge in interactions between people is considered the fifth
characteristic, building and preserving harmonic relationships is the sixth. One should also not be
judgmental but accept variations in individuals. The last characteristic is the ability to stay calm and
considerate despite new, uncomfortable situations (Koster & Olebe, 1988) and Olebe & Koester (1989) in
Cragan & Shields (1998, p. 273).
Knowledge of intercultural communications is also important for the development of effective intercultural
mentoring skills. The relationship between culture, communication and business have been existing for
many hundreds years, but the systematic approach to understanding culture and communication is
relatively new. Intercultural communication emphasizes the application of cultural knowledge in specific
situations, which can be included in mentoring programs. Learning culture includes learning micro-level
aspects of culture such as gestures, as well as orientation to time and relationship to space. The study of
culture and communication involves differentiating between specific cultures and characteristics of
communication. They are often referred to as cross-cultural studies. Societies differ in specific habits,
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symbols, ways of expression, relationships of power between individuals, etc. Nowadays, companies and
organizations are becoming more diverse and therefore more complex because their members are coming
from different national and ethnic cultural backgrounds. Cultural diversity brings misunderstandings and
conflicts. Understanding the advantages of cultural diversity requires education that involves sharing
insights about different ways of thinking and behaving (Gore, 2007, p. 9-33).
Commanding international communication is impossible without having intercultural competence.
According to Friedman and Antal (2005) Intercultural or cross-cultural competence is the ability to think
and act in appropriate ways with people from other cultures. It can also be called intercultural sensitivity,
or the ability to experience relevant cultural differences, according to Bhawuk and Brislin (1992) and
Hammer, Bennett & Wiseman (2003). Cui and Awa (1992) and Hammer, Gudykunst and Wiseman (1978)
named it intercultural effectiveness, or the measurement of the ability for effective intercultural
communication, while Earley and Ang (2003) use the term cultural intelligence, or the ability to gather,
interpret, and act across different cultural settings.
People with higher intercultural competence show more respect and empathy for people from other
cultures, and respond to unfamiliar situations and behaviors without showing visible discomfort. They use
their knowledge of other cultures to handle various situations, according to Lustig and Koester (2006).
Individuals with higher intercultural competence have greater knowledge about other cultures and are able
to use this knowledge quite effectively with people from other cultures (see Sharma, 2009, p. 232-233).
Intercultural communication competence is a skill that needs to be developed in mentors (Gore, 2007, p.
33).
The intercultural competence model (ICM) presented below, developed by Deardorff (2006), will be
implemented in our project in order to help in understanding how intercultural competence can develop.
This model allows dynamic movement (self-rotating) as the steps are not exclusive but inclusive of the
previous knowledge and experiences of the students/mentees. This allows greater individual development,
which is then tailored to the real needs of the participant and, subsequently, will provide much clearer
measurable outcomes based on the cyclical learning experience.
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Figure 5: Intercultural Competence Model, Deardorff, 2006 (Deardorff Process Model of Intercultural
Competence (Spitzberg and Changnon, 2009, p. 33).
Another model, the Intercultural Development Continuum (IDC), on which the above mentioned IDI
assessment is based, provides a further pillar of the theoretical foundation for the SKILL2E cultural
mentoring model. The IDC shows a progression through the 5 stages, which consist of increasingly complex
perceptions of diversity and cultural differences. The IDC focuses with a constructivist lens on the way
people think and feel about diversity and cultural differences.
Denial of cultural difference is the state in which one's own culture is experienced as the only real one.
Other cultures are avoided by maintaining psychological and/or physical isolation from differences. People
at the denial state generally are disinterested in cultural difference, although they may act aggressively to
eliminate a difference if it impinges on them.
Polarization is used to describe two opposite mind-sets about culture. The first mind-set is that of defence
and is defined as a strong commitment to one’s own thoughts and feelings about culture and cultural
difference. This means awareness of other cultures around you, but with a relatively incomplete
understanding of them and probably fairly strong negative feelings or stereotypes about some of them.
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This may lead to some distrust of, and a tendency to be judgmental about, cultural behaviour or ideas that
differ from one's own.
The second mind-set is that of Polarization Reversal which the opposite of Defence is. The person feels that
the other culture is better and tends to exhibit distrust and be judgmental of their own culture.
Minimization of cultural difference is the state in which elements of one's own cultural world view are
experienced as universal. Because these absolutes obscure deep cultural differences, other cultures may be
trivialized or romanticized. People at the minimization state expect similarities, and they may become
insistent about correcting others' behaviour to match their expectations.
Acceptance of cultural difference is the state when one's own culture is experienced as just one of a
number of equally complex worldviews. Acceptance does not mean agreement - cultural difference may be
judged negatively - but the judgment is not ethnocentric. People at the acceptance state are curious about
and respectful toward cultural difference.
Adaptation to cultural difference is the state in which the experience of another culture yields perception
and behaviour appropriate to that culture. One's repertoire of culture behaviour is expanded to include
people, ability to look at the world “through different eyes“ and an intentional change in their behaviour to
communicate more effectively with members of the other culture (Hammer, 2009).

Figure 6: Intercultural Development Continuum, IDC model (Hammer, 2011, p.7).
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3.3

Qualification profile

In this segment we describe the qualifications of the effective mentor in terms of skills and attitudes.
Who should serve as a mentor? According to Conway (1998) the relationship between a mentor and a
mentee should not represent a boss-employee status, but the mentor should be in a different part of the
organization. If the mentor, in addition to the mentoring, functions as the mentee's boss, unnecessary
tension can occur. A mentor is often an older person, preferable but not always necessary, with experience
of management duties. The mentor needs to have enough knowledge about the company (Conway, 1998,
p. 17).
According to Helakorpi (2005) a mentor needs to possess various abilities to be able to work as a successful
mentor. The first one is expertise in and general knowledge of the company. The mentor also needs to have
a broader perspective on the business line as well as understand the rules in the field. Another important
characteristic of a mentor is social skills such as abilities for team work, ability to interact and to work with
tasks that require guidance. Problem solving and abstract thinking are also abilities required of a mentor
(Helakorpi, 2005, p. 15-16)
Trust and confidentiality are key words when referring to a mentor. Without these an effective mentorship
cannot be established and therefore one must carefully take these into consideration. If the mentee
becomes too dependent in very close relationships between a mentor and a mentee, the mentorship
process can be damaged (Conway, 1998, p. 19-20; Aminoff & Hultin, 2010).
Mentors should generally not be involved in a direct line relationship with the mentee but rather should
serve in a different part of the organization. Lateral organizations or project-oriented organizations can
have mentorship relationships in a sort of direct line of management (Conway, 1998, p. 17). Furthermore,
communication is crucial in mentoring relationship (see for example Aminoff & Hultin, 2010; Cai &
Rodriguez, 1996 etc.) and therefore communication skills are essential.
There are two different schools about how to pair mentor and mentee. The first one suggests that there
should be a low experience gap between mentor and mentee. Having senior manager mentor young
inexperienced adults is seen as a waste of resources. The other school of thought is that pairing seniors
with, for example graduates, is a way of welcoming them into the organization. This gives seniors a chance
to evaluate the management at this level as well as the potential of the graduates they have hired. This
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introduces the graduates to both high-level management and an overview of the organization's operations.
This can be a great help in commitment to, understanding of and advancement in the company. The
mentor is also in a position to discover talents and to learn about new opportunities within the company
before anyone else.
On the other hand, a high-level mentor can make the graduate feel hesitant about sharing their true
opinions, afraid that it will have adverse effects on their future careers. In order to avoid this problem, the
graduate can also be paired with a previous graduate employee to share the things that seem inappropriate
to share with the mentor (Conway, 1998, p. 21-22, 24, 62). Matching mentors and mentees is a crucial task
and can lead to mismatches as not all personalities work well together and one should also think about the
match between the competencies that the parties have. Some mentors can also get a feeling that they
cannot give as much as is required in the mentoring relationship. For these reasons the mentor needs
preparation and training for his/her task (Moseley and Davies, 2007, in Aminoff & Hultin, 2010, p. 17 and
Lindholm & Lerche (eds., 2003).
The research on the characteristics of effective mentors showed that they tend to be extroverts,
conscientious, and have an open mind set for experiences. Extraversion means energy, positive feelings,
self-confidence, and a tendency to look for stimuli and search for companionship. Conscientiousness refers
to the tendency to be self-disciplined, acting as it is one's duty, and to be target oriented rather than acting
spontaneously. Persons who are more extroverts, conscientious and open for new experiences will
probably be more comfortable as mentors. This does mean that they are actively taking part in an
environment that demands social, task related and idea-related function (Niehoff, 2006, p. 321).The
cultural mentor should be a leader who socializes the new members in the company´s organizational
culture and teaches them about organizational behavior and expectations through direct observations and
demonstrations (Matuszek et al, 2008).
Moore et al (2008) write about what they call best practices for cross-race mentoring in the article
Mentoring in the millennium: new views, climate and actions. They come up with six recommendations for
cross-cultural mentoring. As a mentor and a mentee, ask questions about the six points and agree about
the followings:
1. Have an open communication. Talk about things to avoid stereotyping and misunderstandings, for
example.
2. Have a mentoring plan, an agreement on how you want to work together. Both parties should
agree on the goals for the mentoring.
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3. Keep up a relationship where you can both give and receive constructive feedback. This is the key
to learning from the mentoring for both parties.
4. Build networks of cultural diversity and maximize the benefits found in these diversities.
5. Maximize the knowledge flow within the relationship from the beginning by identifying talents and
skills of both parties. It is important to take the mentees skills and knowledge into consideration in
order to avoid power imbalance and underestimation in the relationship.
6. Let the mentee set own goals and promote this. A personal development plan will result in
professional success (Moore et al, 2008).
Shea (2001) points out that cultural diversity in mentoring relationships sometimes is very sensitive and can
easily make tings complicated, especially if the diversity also involves religious, ethnic, economic and
family-related traditions. Everybody has a unique way of looking at and responding to different cultures
according to Shea (2001). This also provides the mentor and mentee with an opportunity to look at
problems from different angles and to find new solutions that can be very useful in solving organizational
problems (Shea, 2001, p. 97).

3.4

Task profile

Here we describe the task profile of a mentor by describing the responsibilities, duties and appropriate
behaviour of the mentor.
Besides skills, a professional mentor would also need knowledge about different techniques for mentoring
across cultures. Such techniques can include guided learning strategies, mentoring arrangements,
preparation and practice. Development of the mentee's workplace knowledge is important. Mentoring
arrangements need to change according to workplace requirements. Preparation for the mentoring role
needs to be thorough and rigorous. According to Billet (1999, in McGregor, 2000) the preparatory process
should include opportunities for practice and understanding of the principle involved, and then monitoring,
reviewing and refining their application in the workplace. Everyday activities in the workplace have the
capacity to develop much of the knowledge required for workplace practice. Mentoring practices should be
talked about, shared and discussed, and observed by other mentors (MacGregor, 2000, p. 247-248).
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A mentor's tasks should be defined within the organization, according to Conway (2008, p. 15). It is
important to note that the mentor should not solve the mentee’s personal problems, but rather work as an
interpreter between the organization and the mentee (Matuszek et al, 2008, p. 18). The main idea is that
the mentor is talking and the mentee is doing; the mentor needs to help the mentee whenever needed. It is
important for both parties to express their feelings and expectations towards the mentorship process in
order for them to work together as well as possible. Both parties also need to understand each other's roles
within the process and be ready to discuss their progress throughout the mentorship. The main objective of
the mentorship can change during the relationship; the most important thing is that both parties are
satisfied (Shea 2001, p. 81-86). One thing that can be tried out is to let the mentee follow (shadow) the
mentor one day in his/her work. The mentor should have enough time for the mentee, be available and
share experiences (Aminoff & Hultin, 2010, p. 54).
Looking more into how the mentor should behave and act we find that the mentor should be supporting,
helpful, committed to his/her role as a mentor and engaged in the development of the mentee. The
mentor is also a source for inspiration for the mentee (Myall, Levett-Jones & Lathela, 2007, in Aminoff &
Hultin, 2010, p. 16-18, 62) and should possess effective communication skills (Riley & Fearing, 2009, in
Aminoff & Hultin, 2010, p. 46).

3.5

Effective cultural mentoring

Effective mentoring gives advantages to both mentor and mentee. Well-functioning mentoring programs
can even have long term advantages since today's mentees can be tomorrow's mentors (Becket, 2010). If a
mentee has experienced a successful mentoring relationship that has helped to develop his or her own
professional competence, it is more likely that the mentee will share knowledge and help other mentees
when s/he becomes a mentor.
Positive relationships between mentors and mentees are important. Clear goals and expectations for the
program with mentees must be established. Mentees should be able to gain access to the mentors. They
can have regular meetings, face-to-face encounters or telecommunication. Mentoring is more likely to be
successful when the workplace culture of practice is open and used to developmental practices. Both
mentors and mentees have responsibilities in managing the relationship and working together (MacGregor,
2000, p.248.).
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According to Connor and Pokora's (2009, p. 7) model s presented below, there are nine key principles that
can guide the mentoring process.

Work Context

Client/Menteee

Learning and
Development

Ethical Practice

Learning relationship

Mentor Qualities

Change

Framework
Skills

Figure 7: Model for effective mentoring (adapted from Connor & Pokora, 2009, p. 7).
The central principle is that learning and change occur through the relationship with a coach or a mentor,
therefore the learning relationship is at the heart of change. The context in this model is work. The
effective mentor knows enough about the work context to be able to facilitate exploration of issues and is
aware that opportunities and resources in the workplace differ from person to person. The client (mentee)
sets the agenda, once the agenda is clear, the task of the mentor is to help the mentee to identify and use
the resources, both internal and external, that will enable the mentee to change and develop. Mentoring is
about change. The mentee achieves something that they care about, a positive change in their working life.
Change is always hard work and it provokes resistance.
Effective mentors work with mentees' resistance rather than try to overcome it. They use resistance to help
the mentee to clarify their values and their goals. The framework for the change process provides
movement and direction. This is because the mentoring journey is about change in relation to the mentee's
agenda. The framework provides a map for this journey, for both mentee and mentor. The effective mentor
uses skills which bring to life the coaching framework and enable the mentee to develop the insight and
release his/her potential. The distinctive style, personality and values of the mentor are appreciated by the
mentee. The qualities of the mentor affirm, enable and sustain the mentee. The mentee is safeguarded if
ethical principles are applied in informing and guiding practice. Such principles might include: respect for
the mentee's autonomy; faithfulness to promises made; acting in ways which are beneficial to the mentee;
not doing harm and acting fairly (Connor & Pokora, 2009, p. 6- 11).
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4

The SKILL2E Cultural Mentoring Model

The SKILL2E mentoring concept has been designed on the basis of literature research and enterprise
interviews across the consortium cultures. A major proposition for the concept was its applicability
throughout the European Higher Education Area (EHEA) and potentially beyond. As mentioned above, no
real definition and model for cultural mentoring yet exists. Involving the important stakeholder group of
enterprises in the design process was, therefore, one factor that was seen as contributing to the validity
and credibility of the concept.

4.1

Methodology

Enterprise feedback and involvement has been a crucial part for example in the following ways 1) with help
of semi-structured interviews using a set of questions and common guidelines, which are provided in the
appendix. The interviews were carried out in all consortium countries, thus covering the most relevant
European cultural clusters. (see Section 2 for the consortium set-up) The interview guide is found in
Appendix 1 2) discussions of the concept with enterprises from the consortium countries present at project
meetings and enterprise workshops7. (See also Section to for goals and challenges.)

7

At the project meetings in Istanbul and Helsinki, the following enterprises were represented and provided input to
the concept especially as regards the benefits and challenges: CSI, Universum, Operaria and WK Salzburg.
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4.2

Enterprise Interviews

The interview results provide an interesting insight into enterprise practices and their perception of and
views on mentoring. It is not possible to speak of clear trends, but a certain reoccurring pattern still
emerged. Around 100 companies were interviewed.
Most notable and most relevant for the design process was the fact that a large majority made no clear
distinction between an induction programme and cultural mentoring. Some of them believed that they had
actually already established a cultural mentoring programme, whereas it only referred to an introduction to
the organizational values and practices. The core feature of a learning relationship between a mentor and
mentee in a structured one-on-one process was missing in all these programmes. The following parts
provide a summary of the most relevant findings for the conceptualization of the cultural mentor concept.
Each part focuses on the prevalent country views on a specific aspect as indicated in the heading.

Cultural Mentoring programme

SPAIN: Most do not have a Cultural Mentoring program, in most of the companies with multicultural labor
force the Human Resources department is responsible for the more technical aspects (contracts, permits,
visas, ...) but the aspects of the culture of the company and the country is done informally by colleagues
that voluntarily adopt the role of mentor, only larger companies have a recognized program of adaption
but it is limited to a range of in-company training related in improve language skills.
TURKEY: Surveys were applied to 15 medium and large size furniture companies in Turkey by MOSDER.
According to the survey results implemented in the context of SKILLS2E project, 65 % of the companies who
participated in the survey don't have a cultural mentoring programme. Participants, who have a cultural
mentoring programme, have been implementing these programmes for;


the new employees' adaptation period



intercompany distribution of the tasks



eliminating the problems arisen due to the cultural differences.
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FINLAND: Most of participants had an idea about cultural mentoring. Some indicate that the rest of the
team knows what cultural mentoring is as well. The participants also indicated that the whole team tries to
support and assist foreign employee or trainee. Most of them have no implementations for mentoring
process.
Most of participants do not have “officially“ a cultural mentoring programme. While some of them are
planning to have this programme, some of them indicated that they do not have enough resources for that
kind of programme. Those that do not have this programme indicated that this process is applied naturally.

AUSTRIA: None of the interviewed enterprises have a cultural mentoring programme implemented but
according to their own definition, roughly half of them have a mentoring programme running. However, it
turned out that the majority of these are not real mentoring programmes but induction or buddy
programmes with the objective to familiarize new employees with the work procedures in the enterprise or
to support the integration into a new position.

ROMANIA: None of the surveyed companies has a cultural mentoring program, although the majority of
them acknowledges its importance and advantages in terms of:


harmonization of communication styles and working practices in virtual teams whose team
members come from various geographical areas (example given by a software company whose
projects commonly involve virtual team work that brings together American, Singapore, Indian and
Romanian team members);



becoming aware of differences arising from culture-bound mentalities and work-approaching styles
that do not affect the proper technical implementation but the vision on the course of action,
envisaged goals (customer-oriented vs. quality-oriented approach, proactive attitude vs. reactive
attitude, transversal view vs. long-term view)

Interest in assessment instrument

ALL COUNTRIES: On the issue of the usage of an assessment instrument to profile the cultural orientation
and to have an indication for successful intervention measures, the interview partners were divided. About
half of them did not have a position on this issue. About 25 % could not see any sense in using such an
instrument. They all argued that personal interaction and bringing people together is sufficient. There was
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a clear correlation here to the size of the enterprise as practically all small businesses were in this group.
Another 25% said they would be very interested in using such an instrument.

Relevance of culture and how the enterprises described their organizational culture

SPAIN: Those with a position that minimizes the diversity, especially areas where the workforce is not
qualified (agriculture, tourism, construction) and on the other side businesses that feed on that diversity to
improve their customer relationships or enter in markets where if they had no people of that nationality or
origin would be most difficult.
Another really striking thing is that most companies (85%) are aware of their own organizational culture,
but few have recognized what we have called as a national culture of business, except those doing business
with other countries in culture very different as Russia and China.
TURKEY: Participants defined their company culture in a structure that the people are sincere and friendly,
the atmosphere is suitable for discussing and meeting the customers' expectations. As for the
organizational culture, a definition of a structure employing the workers from different belief, value,
attitude and behavior, constantly developing and renewing itself with teamwork, entrepreneurialism and
sense of responsibility is stated. Moreover, participant companies defined the national culture as a system
based on dependence on cultural and ethical values, sense of justice, environment consciousness, honesty,
diligence and transparency.

Internship

SPAIN: On the issue of student internship, many students from vocational training or university are
received every year but they don’t receive students of international origin. If they receive any is because
some of them are already immersed in Spanish educational system. When we asked why they do not
receive any, the majority explain that this is due to the fact that international scholarship programs are
unknown for them or they do not have access to them.

Page 34 of 56

TURKEY: Participant companies noted that they’ve been arranging traineeship opportunities generally in
summer terms for the university students and during academic year for vocational high school students.
50% of the participants reasoned why they don’t employ foreign trainees as;


lack of demand



lack of department



no need for such a situation

AUSTRIA: Although all surveyed companies provide internships for Austrian students, very few companies
offer(ed) sporadically, not in a well-established framework, internships for foreign students. The main
reasons are related to highly bureaucratic legislation or lack of such an opportunity.

Mentoring mixed up with introduction

ROMANIA: Romanian employers' perceptions of the system “cultural mentoring” are not limited to the
pure act of instructing, coaching but are extended to:


exchanges of ideas/values/convictions/interactions between people from diverse cultural
backgrounds;



mentor-guided exchanges of experience;



support for employee’s planned professional development contributing to the success of the
organization;



opportunity to exchange ideas, business experience with people from diverse cultural backgrounds;



a two-way exchange that preserves good aspects and practices from contact-cultures applicable in
the current socio-professional environments (cultural mentoring is perceived by this particular
respondent as a one-way exchange)

FINLAND: There were several definitions for cultural mentoring. The interviews showed that the companies
sometimes mixed mentoring and introduction. The mentoring was seen as an introduction task, as coaching
people from different cultures and sharing knowledge as well as helping to “handle” things.
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Small companies versus big ones

SPAIN: These exceptional cases are some international companies which are interested in attracting talent
from other countries. These enterprises are the ones who boast an official welcome and adaptation to
foreign-born worker. These companies are in the fashion industry (textiles and footwear).
FINLAND: Very few have that kind of programme which is not big but small. Comparatively big companies
are planning to develop this programme with trainings and practices.

Who should be a mentor

TURKEY: In participating companies; Human Resources Department, functional manager and the company
doctor assume the responsibility for the new employees. In addition to this, it is indicated that the new
employees are provided with cultural mentoring programmes including orientation training arranged by
Human Resources Department, in-service training and information about the duties and responsibilities.
FINLAND: In the companies several departments and positions are responsible for the newcomer. Mostly
human resource (HR) manager, developing manager, bosses, tutor and superior are responsible for new
employee to teach, help, advice and fix problems. Moreover, for orientation process in the company, most
of employers but especially HR managers take the responsibility as a tutor.

AUSTRIA: The mentor is seen as a colleague or often also a superior who can be addressed if there are any
questions. It was mentioned several times that the doors are always open for these new employees. All
small, family-run businesses interviewed stressed, however, that a mentor is not necessary as any arising
issues would be immediately addressed by the owners.

ROMANIA: All surveyed companies display a well-monitored and coherently-organized integration of
newly-employed staff or placement students that involves the joint work of the HR staff members and
managers (be they business unit managers, project leaders, team leaders, technical experts). Human
resources provide new employees with administrative, organizational and work-security training, whereas
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technical training and coaching, customized for the needs of the recently-joined team, are ensured by the
management staff (business unit managers, project leaders, team leaders, technical experts).

Organizational culture versus national culture

SPAIN: When we asked about the benefits to have intercultural teams companies with greater international
market explain that helps them understand the markets of interest, and greater proximity to the customer
or supplier, helping to break barriers not only language barriers but also cultural as how to conduct
business.
TURKEY: Participants also indicated that multicultural environment may provide the benefits below;


Various ideas, prosperity of thoughts



Different point of views on any problem



Various or unique solutions and suggestions



Development of intercultural knowledge and tolerance



Cultural knowledge acquisition about foreign market



Effectiveness in foreign markets.

FINLAND: Most of the participants have employees from different culture. And if we give an overview it is
possible to say that the participants have employee from all over the world. So, they have multicultural
environment and they are aware of how this works. Approximately 90% of participants think that the
culture of their company is influenced by different national cultures.

AUSTRIA: Over two thirds of the enterprises agreed that employing staff with diverse cultural backgrounds
entails advantages. Integrating different perspectives, providing alternative problem-solving approaches,
learning from each other were among the most often mentioned reasons. Other benefits mentioned were
diversity as enrichment, improved client contact, higher productivity, and support for internationalization
efforts. Roughly 15% denied that culture plays any significant role or diverse teams would have an
advantage. For them, the qualification of an employee or the task at hand is in the foreground and in this
respect cultural differences are irrelevant.
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ROMANIA: Working environments are internationalized by foreign employees only in joint-ventures,
whereas Romanian shareholder-held companies don't have employees with foreign cultural backgrounds.
For most employers, the terms ‘business culture‘ and ’organizational culture’ are overlapping and resonate
company values and policies; one interesting answer came from a joint-venture that distinguishes between
the mentoring culture assumed by the company (“we continuously encourage the practice of mentoring to
build and to strengthen each other, offering permanent support, creating opportunities“) and the cultural
mentoring encouraged (“we continuously encourage team work on a diversity of multicultural influences in
order to develop ourselves and be the best prepared for global economic context“).


All respondents distinguish clearly between ‘national culture’ and ‘business culture‘/‘organizational
culture’ and describe the national culture in terms of Romania-specific practices merging with
American/European space-specific practices.

Some conclusions per country

SPAIN: In conclusion one might say that Spanish companies have not yet developed much the aspect of
intercultural management in the company. There are some interesting studies such as those developed by
business associations and institutional support, Ministry of Labour, Ministry of Industry, Red Cross, ... etc.
There seems to be consensus on the fact that those responsible for this adaptation to the new company are
the departments of Human Resources.
FINLAND: Cultural mentoring programme is important for most of the participants and they think that it is
useful to overcome some challenges of multicultural environment which are:


Multi-cultural environment might have some problems and uncomfortable situation



Adaptation, different customs



Sometimes very separated and very strong attitude and values



Integration, language barriers, different personal perceptions

AUSTRIA: What clearly emerged from these interviews is the lack of definition of mentoring, not least
cultural mentoring and as one interview partner put it that cultural diversity is an important issue but that
his “enterprise was not yet ripe for it.”
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Conclusions of all the interviews

The conclusions drawn from these interviews for the conceptualization process of the SKILL2E cultural
mentoring concept were as follows:


The cultural mentoring process needs to be clearly distinguished from any induction or similar
welcoming programme for new employees



The role and tasks of the cultural mentor need to be clearly defined both in terms of what they are
and what they are not. Distinct boundaries to other roles such as a placement supervisor or a coach
need to be outlined



The qualification profile of the cultural mentor not only needs to be defined but feasible
mechanisms need to be indicated and implemented for assessing the qualification profile of a
specific mentor.



The culture impacts the workplace environment in many ways such as diverse teams, client and
supplier set-ups, employee backgrounds, resulting in differing and even clashing communication
and conflict styles. The relevance of this fact needs to be addressed and communicated in such a
manner that is aligned with the awareness level of the enterprise. Enterprises in a state of denial, if
we refer to the IDC stages, will not respond to an elaborate concept as they do not even see its
potential benefit. Here the focus must be on identifying culturally relevant issues in the enterprise
first. Similarly, if an enterprise is in a polarization stage, exemplified, for example, through a rather
categorical insistence on the homogenous set-up of the workforce and that there are no cultural
issues at all at stake, this needs to be taken into account. In such a case, focusing on a nonjudgmental and soft approach to the topic is probably more promising. Pointing out that cultural
diversity can also be found through generational differences and their associated value systems
might be more acceptable than focusing on national cultures.

These considerations have been imparted into the SKILL2E cultural mentor concept and its promotion with
enterprises. Its concrete implementation proved more challenging than had been expected. It became
evident through that process that the time for the concept is ripe but has not yet fully come. The majority
of enterprises still see culture as an add-on one can deal with if there are superfluous resources but not yet
as a productivity and innovation enhancing variable that goes along with personal growth and satisfaction
of the involved workforce.
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Through the interviews and the discussion process within the consortium it also became obvious that there
is no simple prescription for the implementation of this concept and that local and organizational needs
and constraints have to be accommodated. The consortium has thus come up with a modular and scalable
concept as exemplified in the following figure. At the core of the SKILL2E concept are the qualification and
the task profiles, but their concrete implementation must be adapted to their specific context.

4.3

Effective Cultural Mentor Training in SKILL2E

In order to prepare the mentor to be for his or her mandate, it is necessary to ensure that these persons
are equipped with the appropriate mindset, heart set and skill set (Bennett, J. 2003) to actually carry out
the task. This necessitates reflection of the future mentor's current qualification profile and overall
intercultural and interpersonal communication competence.

In our project, we have generally envisaged two options to secure this: 1) self-assessment of the mentor
against the Deardorff (2006) process and pyramid model as described above; 2) the IDI profile of the
mentor based on the IDC stages as outlined above
In option 1 the assessment is not verified by an objectifiable approach and may lead to a distorted, usually
better perception of the mentor's own skills. This could thus be a barrier for effective mentoring, especially
if the mentee is actually more advanced in his or her developmental stage than the mentor. It is therefore
strongly recommended to use option 2.
Option 2 uses the IDI online assessment test to provide the current profile of the mentor with respect to
orientation towards cultural differences. For more details on the IDI and its overall usage objectives in the
project see the SKILL2E Assessment Instrument Selection Report.
The minimum qualification profile requires


Appropriate knowledge: cultural, professional and company specific



Good communication skills



Trustworthiness



Social competence
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4.3.1 Task profile

As has been elaborated in the sections above, the mentoring process hinges on a learning relationship and
in order to be effective necessitates an awareness on the part of the mentor what exactly can be done
within the boundaries of such a relationship.
While any specific mentoring relationship will need to consider its concrete setting and conditions the
SKILL2E cultural mentoring concept must at least adhere to the following minimum task profile of the
mentor:


Consultation and discussion partner



Role modeling



Support

Page 41 of 56

4.3.2 Mentoring Process

The flow chart below provides an overview of the steps that the SKILL2E cultural mentoring concept can be
broken down to. A detailed description of each stage and sample implementation descriptions can be
found in the SKILL2E Enterprise Handbook published on the SKILL2E website. Each step builds on each other
and is therefore essential for the success of the ensuing one.

Figure 8: Process Model showing what needs to be done when.

The following diagram shows the same process from the timeline perspective. Mentee selection, training
and pairing mentor and mentee involve careful consideration of the qualification and motivation of all
involved and the provision of appropriate training.
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Figure 9: Timeline of SKILL2E Cultural Mentoring Model.

It should now be evident that the qualification of the mentor and his or her awareness of all the complex
implications involved in the process are eventually crucial for the outcome of the learning relationship and
the extent to which both mentor and mentee benefit from the process. Assessing the qualifications of the
mentor, identifying training needs and delivering appropriate mentor preparation are therefore seminal
factors. The following section presents model training concepts.
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4.3.3 SKILL2E Cultural Mentoring Training

Based on the IDI result, the training needs to be tailored to the mentor's specific needs. Any mentor should
have at least reached the stage of minimization as otherwise the mentor would impose his or her own
monocultural perception on the mentoring process and would therefore most likely not be able to respond
appropriately to any culturally-induced cues of the mentee nor could he or she advise the mentee on
adequate behavior and communication to address intercultural misunderstandings or conflicts. The
following figure outlines this procedure.

mentor selfassessment or
IDI asessment

reflection on
qualification
profile

identification
of training
needs

training
delivery

Figure 10: Procedure for identifying mentor training needs.
As the training needs will be dependent on the qualification profile of each prospective mentor as well as
the culture-specific knowledge required to communicate appropriately with the mentee, it is not possible
to prescribe a one-size-fits-all training programme. Nevertheless, core learning outcomes can be defined.
For this purpose, two training workshops have been designed within the scope of the SKILL2E project that
can be adapted for a specific context.
Training workshop 1: Introduction to Cultural Mentoring familiarizes the participants with the overall
objective and approach of the SKILL2E Cultural Mentoring Concept as well as concrete usage scenarios.
The learning outcomes have been defined as follows:


understand how the cultural mentoring concept works and its benefits



identify dimensions of culture that impact group processes especially in multi-cultural teams



recognize relevant aspects of intercultural communication and its impact on personal behaviour
and inter-personal relationships



plan how to implement cultural mentoring according to specific cultural and organisational
contexts
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Training Workshop 2: Cultural Mentor Training I
This objective of this workshop is to enhance the specific skills and knowledge that are needed to create
the conductive learning relationship between mentor and mentee. This includes most importantly active
listening skills, skills for eliciting information, cross-cultural communication and conflict-management skills
that always need to be adapted to the specific cultural set-up of the mentoring pair. For example, if a
mentor used a very direct communication style and probing questions with a mentee from a high-context
culture, where the meaning rests in the context and not the verbal message (see Section for more details),
the mentee would probably not open up but rather withdraw and the mentoring relationship would be
most likely doomed to failure.
Furthermore, the workshop sensitizes participants to the necessity for perspective shifting and withholding
of judgment in order to properly fulfill the task of guiding and advising.
The learning outcomes are achieved by a combination of awareness raising exercises including role plays
and brief inputs of the underlying theoretical models (Deardorff, Hammer, Hall) The concrete selection of
the exercises needs to be based on the individual and group profiles of the trainees, respectively the IDC
stage they are in. This is necessary to keep the proper balance between challenge and support during the
training (Bennett, J.M. 2003). The outline of a sample training workshop conducted at the Salzburg
University of Applied Sciences is provided in the appendix.
The learning outcomes have been defined as follows:


Identify the tasks and roles of the mentor



Understand the mentoring process and the necessary steps



Identify and apply suitable tools for mentoring especially communication styles and conflict
management



Assess and reflect on the mentors’ own cultural orientation and its possible impact on the
mentoring process (IDI)

In addition to these two workshops that serve as a blueprint, trainings need to be designed with respect to
the specific needs and contexts of a given enterprise and the profile of the future mentor.
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4.4

SKILL2E Implementation Scenarios

The general approach to implementation of the overall SKILL2E concept including the cultural mentoring is
described in detail in the SKILl2E Intercultural Assessment Instrument Selection Report. In this section here
2 cases are presented, where we have prototypically implemented the mentoring concept. One case is
from Finland: Universum. Mugla-Arcada and the other one is from Austria: FHS Mugla University and
Technical University of Timisoara. Within the project, mentoring was implemented and piloted in several
ways with all cases documented in the Enterprise Handbook. These pilot implementations function as a
starting point for further concept development and have helped a great deal in finding challenges and
opportunities as well as refining the concept.

4.4.1 Implementation Scenario 1: Universum-Mugla-Arcada

During three months Universum acted as a host organization for a cultural mentoring traineeship. We
welcomed a foreign student to make a traineeship with us as a part of the cultural mentoring project
Skill2E. The cultural mentoring process, recruitment process and candidate evaluation was set up in
cooperation with the local university (Arcada) as well as the sending university (Mugla). The local university
has been a supporting part during the whole cultural mentoring traineeship.
The mentor/mentee training was necessary and a very useful introduction to the concept. Before the actual
traineeship period, both the mentor and the mentee conducted the IDI test including feedback personal
feedback sessions. The introduction to the cultural mentoring helped the parties during the mentoring
discussions to think in terms of cultural differences and cultural similarities and discuss the topics.
Before the arrival of the mentee, tasks and responsibilities were assigned in the host organization. Also
training by other employees was set up, equipment ordered and brief introduction of the project to the
organization .Before the traineeship started, a mentor/mentee agreement was set up and agreed on by
both parties.
At the beginning cultural discussions were held on a regular basis. As the mentor and mentee were working
in the same environment, it was natural to have more unstructured spontaneous discussions. This way the
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discussions became more open. Therefore, we believe that the setup of the cultural mentoring discussions
should be planned differently depending on the fact if the mentor and mentee are physically placed in the
same working environment or not. The mentor facilitated understanding of the new culture. During the
whole traineeship practical support to the given tasks was provided by several employees in the
organization separately from the cultural mentoring process itself.
Benefits for the host organization are many. The mentee introduces a new culture to the employees and
they get an understanding for other cultures as well as a new way of looking at things. Also the mentee has
been a valuable resource for the whole team and host organization, assisting and helping out with different
tasks and taking part in the daily work.
Challenges that arose during the traineeship are mainly connected with language. Some tasks planned by
the host organization turned out not possible to provide to the trainee because of need of knowledge in
local language. Other challenges that we as a very small team faced, was that in very hectic periods, we felt
that we couldn’t offer enough support to the trainee regarding daily tasks.
After the cultural mentoring period, both mentor and mentee will conduct the IDI test to evaluate progress
in cultural knowledge.
As this was the first time the host organization arranged a traineeship on a local level, there are several
identified areas of improvement. As for the host organization, the tasks for the trainee should be discussed
internally and planned thoroughly. Also topics of discussions for the cultural mentoring discussions should
be thought through in order to make the discussions as valuable as possible. It turned out to be good that
there had been a brief introduction to the whole team about the project and cultural mentoring.

4.4.2 Implementation Scenario 2: FHS and Mugla University / Technical University of Timisoara

In Austria, the mentoring concept was piloted with placement students in two cases in the area of
information technology. In case 1, a bachelor student from Mugla University, in case 2, a PhD student from
Technical University of Timisoara did their placement in a research project at Salzburg University of Applied
Sciences (FHS) and Salzburg Research (SR) respectively. Both students were selected on account of their
skills required in the specific project.
Each of them was prepared for the mentoring by taking the IDI online assessment test, the pre-departure
training and a briefing about the mentoring process. Both had the same mentor who acts a lecturer at FHS
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and has been closely cooperating in projects with both institutions and is thus familiar with both
organizational cultures. The mentor also took the IDI test, which proved that he already is at a stage
suitable for acting as a mentor and was also briefed on the mentoring process.
As all three parties clearly demonstrated their commitment, no mentoring contract was deemed necessary
and the mentoring process itself was carried out through regular meetings in a very casual atmosphere.
The feedback from all sides proved that the process did facilitate integration into and understanding of the
host organization environment and had personal benefits for all persons involved. The mentor highlighted
that his attention was drawn to aspects not previously given too much notice in practice such as differences
in communication styles and that he enjoyed the process thoroughly.
More details on the specific cases as well as additional pilot implementations can be found in the SKILL2E
Enterprise Handbook.

5

Conclusion

As a whole, cultural mentoring is a process that requires cultural knowledge – be it a culture of a country, a
culture based on citizenship or nation, or even a sub-culture, of an organization or a department –,
communicational skills and an awareness of a person's background. The preparations and studying made
before recruiting an employee or before accepting an exchange student play an important role. The
appropriate structure of an organization is essential: the atmosphere for continuous learning needs to be
supported and made possible and there needs to be enough resources for preparing a proper written
document with all the essential knowledge about the practice of an organization. If the mentoring on a
daily basis is based on peer-to-peer mentoring, the role of higher-level person needs to be considered. If
there is a problem or if a conflict occurs, who is the one responsible for solving it? Would it be possible that
the mentee has a mentor of the same level and then both the mentor and the mentee would also be
mentored by a boss or by a teacher? A culture is not a simple, one-sided thing that could totally be
explained. The varying perspectives, versatile backgrounds and diverse experiences give a broader basis for
learning about other cultures and other people. People, with their own experiences, ideas, knowledge and
personalities, trying to understand each other might be a mess, but aiming at the same goal might make it
easier to work together. With cultural mentoring one learns about others, probably about oneself and
hopefully about the world as well.
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For a cultural mentoring program, the following are definitely critical factors and need to be carefully
considered


Matching: it is important to take into considerations the personal traits of the mentor and
mentee.



Time: both parties should allocate enough time for the program



Commitment: both parties need to demonstrate their commitment



Training: necessary, both when it comes to mentoring and the cultural understanding
The concrete steps and the overall procedure of the SKILL2E cultural mentoring concept as well as
the expertise and experience gained from trial implementations are described in detail in the
SKILL2E Enterprise handbook. This also includes a checklist that can easily be followed. Any
enterprise embarking on this endeavour should be aware that the cultural mentoring can be
extremely rewarding and support sustainable competence building, but is not a simple task and
needs careful planning and preparation.
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Appendix 1
Questions to enterprises to be used.
Cultural Mentoring report (DEV03)
1.

Do you have an existing mentoring program?

2.

If yes, please describe it.

3.

Do you have employees with a diverse cultural background - either coming from different
countries or with a migratory background?

4.

If yes, which cultures do they represent?

5.

Who takes care of new employees in your company?

6.

How is that done?

7.

How does this work according to you?

8.

Describe situations when you think it would been beneficial to have some kind of
mentoring?

9.

Do you provide internships for students in your company?

10.

Do you provide internships for international students?

11.
12.

If not, why not?
If you provide internships, do you then offer introductory training for them?

13.

What does the term ‘cultural mentoring’ mean to you?

14.

How do you describe
a)
b)
c)

15.

the business culture in your company?
the organisational culture?
the national culture in your company?

How do you see that your company could benefit from having a multicultural workforce?
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Appendix 2

Mentoring Agreement Form
We are both voluntarily entering into this partnership. We wish this to be a rewarding
experience, focussing primarily on the discussion of developmental activities, especially
with respect to (organizational) culture. We agree that…
1. The mentoring relationship will last for ________________ months.
2. We will meet at least once every ______________ week/s. Meeting times, once
agreed, should not be cancelled unless this is unavoidable. At the end of each meeting
we will agree a date for the next meeting.
3. Each meeting will last a minimum of ______________ minutes and a maximum of
______________ minutes.
4. In case it is necessary, in between meetings we will contact each other by
telephone/email.
5. The aim of the partnership is to discuss and resolve the following issues:
a)
b)
c)
6. We agree that the role of the mentor is to:
_____________________________________________________________________
_____________________________________________________________________
_____________________________________________________________________
7. We agree that the role of the mentee is to:
_____________________________________________________________________
_____________________________________________________________________
_____________________________________________________________________
8. We agree to keep the content of these meetings confidential.
9. The mentor agrees to be honest and provide constructive feedback to the mentee. The
mentee agrees to be open to the feedback.

Date: ___________________________________________
Mentor’s signature: ________________________________________________________
Mentee’s signature: ________________________________________________________
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Appendix 3

Outline 14-18 PM/ AN EXAMPLE








14.00: Welcome and warm up exercise
15.15-16: Cultural Critical Incidents
16.15-17 IDC IDI group profile
Exercises: Role-play
Culture chock
Summing it all up
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