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1.Background & Purpose

1.1 Penta Foundation

Penta Foundation is a global scientific organization dedicated to the prevention, diagnosis and
treatment of infectious diseases in children, adolescents and pregnant people (https://penta-
id.org). Afull report of Penta’s activities can be found in our annual report at this link.

The Penta ID Network includes researchers, clinicians, healthcare professionals, and knowledge
users from Europe, Africa, Asia and the Americas, with extensive expertise in maternal-paediatric
infectious diseases and global health. Penta Foundation’s partners include clinical sites,
universities, patient associations, healthcare and educational institutions, companies and start-
ups. The scientific activity of the Penta ID network s organized in several Penta’s Working Groups
(WGs), which are composed of Penta ID Network members, including the Penta Early Career
Researcher (ECR) WG.

1.2 Penta Early Career Researchers Working Group

A Penta ECR is defined as a Penta ID Network member: who is either undertaking a PhD (or
equivalent professional training) or is a researcher within seven years from the date of their first
research-related appointment, minus eligible delays in research. An ECR has the ambition to
continue to develop their research career and to become an independent researcher.

The Penta ECR Working Group (ECR WG) has been established to:
e Foster the next generation of leading researchers in maternal-paediatric infectious
diseases and global health within the Penta ID Network.
e Provide essential research skills and leadership experience to ECRs, irrespective of
scientific field or geography within the Penta ID Network.
e Build research passion and capability in ECRs.
e Support the organizational growth and long-term sustainability of the Penta ID Network.

To strengthen the professional and personal growth of Penta ECRs, the ECR WG supported by the
Network, Education & Training (NET) Team of Penta has developed and launched the Penta
Mentorship Programme (PMP).

1.3 Mentoring: general definitions

Mentoring is a confidential and mentee-driven relationship in which a more experienced
professional (the mentor) supports the development of a less experienced colleague (the
mentee) through active listening, constructive feedback and guidance. Unlike evaluative roles,
mentoring provides a safe space for mentees to share ambitions, explore challenges and co-
develop strategies for independence. Through mentoring, mentees build domain-specific skills
and broader professional capabilities (communication, networking, leadership, self-
management) that complement academic and/or clinical training and foster long-term career
growth. Effective relationships often encompass four dimensions: career guidance and goal-
setting, academic and skills support, role-modelling, and personal encouragement (adapted
from Bozeman & Feeney, 2007; Nora & Crisp, 2007; Cornelius et al., 2016).


https://penta-id.org/
https://penta-id.org/
https://penta-id.org/who-we-are/annual-reports/
https://penta-id.org/who-we-are/the-penta-id-network/
https://penta-id.org/penta-working-groups/
https://penta-id.org/early-career-researchers-ecrs/
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2.Penta Mentorship Programme (PMP)

2.1 Objectives of the programme

The PMP aims to strengthen the professional and personal growth of ECRs within the Penta ID
Network. The PMP creates value and professional achievement for both mentors and mentees.

Benefits for mentees are:
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Career guidance and decision making.

Developing inter-personal and professional skills.

Conceptualisation of research ideas.

Study design, implementation and dissemination

Grant writing support

Networking (e.g. with senior professionals from the Penta ID Network).
Navigating the job and challenges

Benefits for mentors are:

1.
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Contribute to professional development of the mentee and to the growth of a generation of
future leaders.

Personal satisfaction by seeing impact.

Enhance professional reputation and visibility.

Develop skills in mentoring.

Reverse Mentoring & Networking: gain a fresh perspective, skills and practices from the
mentee, reflect on and update practice and ideas, and build new professional relationships
and networks.

Participation can be included in CVs and professional portfolios as evidence of mentoring,
leadership, teaching, and structured professional development.

2.2 Scope of the Programme

Design: the PMP is designed as a 1:1, one-year mentorship experience and exclusively for
participants seeking a structured mentorship with regular guidance and support.

Eligibility: the PMP is open to mentees and mentors from the Penta ID Network who are eligible
for the respective role according to the criteria detailed in the section 4 of this guideline.
Duration: each mentorship cycle lasts according to the rule detailed in section 6 of this
guideline.

Complementarity: the PMP is distinct from one-off advice or informal networking. Applicants
seeking short-term advice or peer support will be redirected to other dedicated ECR WG
activities (e.g. Penta Café; 1:1 conversation with Penta ECRs), which are outside the PMP
scope.

Topics of the programme: A list of topics that could be covered during the mentorship period
include:

e Career development

o Networking & building professional relationships

e Management and leadership skills

o Writing papers and getting published

e Work/life balance

e Role transition
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e Applying for Fellowships
e Applying for lectureships
e Introduction to Industry
e Balancing clinical and research commitments
e Working overseas or returning back
e Grantapplication

3. Roles and Responsibilities

3.1 Coordinators
The PMP is coordinated by the Penta ECRs WG with managerial support from the Penta NET team.
A dedicated ECR mentoring sub-group (with NET Team support) is responsible for:

e Designing, organizing, and managing the PMP.

e Match mentors with mentees based on goals, expertise, and needs.

e Provide resources and support to all participants.

e Monitor progress, address challenges, and ensure accountability.

e Evaluate outcomes and suggest improvements for future cycles of the PMP.

3.2 Mentors
A mentor is an expert and experienced professional (senior or mid-career) who provides
guidance, knowledge and support to a mentee, helping them develop skills, navigate challenges,
and achieve their professional and personal goals. Top qualities and skills of a PMP mentor are
listed in section 10.1.
Key responsibilities of the mentors are:

e Offer guidance, expertise, and constructive feedback to mentees.

e Share knowledge, skills, and professional experiences.

e Support mentees in setting and achieving career and research goals.

e Committo regular meetings and maintain confidentiality.

e Encourage independence, critical thinking, and professional growth.

e Create a safe space to share experiences, fears, establishing trust through open

communication.

3.3 Mentees
A mentee is an early-career professional who seeks guidance, support, and knowledge from a
more experienced mentor to develop their skills, achieve career or research goals, and grow
personally and professionally.
The main role of the mentee is to proactively drive the mentoring relationship. Mentees use the
relationship to build independence, self-confidence, and professional growth. Key
responsibilities of the mentees are:

e Take initiative in defining learning objectives and goals.

e Be proactive, prepared, and open to feedback during mentoring sessions.

e Demonstrate commitment and respect for the mentor’s time and expertise.

e Applyinsights gained to professional and personal development.

e Maintain regular communication and uphold agreed responsibilities.

e Arrange meetings with mentor and set topics and agenda.
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Expectations

Mentees
Setting the foundation
o Set clear and SMART objectives for the
relationship

Taking Ownership

e Be proactive in setting the agenda for
meetings, and actively following up on any
agreed actions afterwards

e Keep commitments made e.g. attend
meetings or respond to emails

e Prepare for the mentoring meetings to make
the most of the time available

Engagement and Learning

¢ Seek the mentor’s advice

e Listen carefully

e Respond to (and act on) constructive
feedback

e Remain open to new ideas and receptive to

Mentors

Career Development Support

e Assist with setting realistic career goals

e Support the mentee to explore different
career paths

e Give advice and feedback for job
applications, interview practice or
improving the mentee’s CV

Sharing Experience and Opportunities

e Share experiences and examples from their
own career/life

e Suggest opportunities to practice or develop
particular skills

e Signpost to useful contacts, resources,
networks

Relationship & Communication
e Listen with an open mind and talk openly
and honestly with their mentee

the mentor’s suggestions

Be prepared to challenge and be challenged
Approachable and empathetic

Table 1. Expectations of Mentors and Mentees

4. Eligibility Criteria

4.1 Who can be a mentor in the PMP
A mentor of the PMP should fulfil the following eligibility criteria:

Member of the Penta ID Network.

Professional experience in clinical practice, research, or academic leadership relevant to
the scientific fields within Penta’s focus, including infectious diseases in pregnancy,
infancy, childhood and adolescence, pandemic preparedness and maternal-paediatric
global health.

Commitment to sharing knowledge, and the willingness to guide and support the growth
of ECRs.

Willingness and availability to engage in line with the Code of Conduct (see Section 9);
Senior or mid-career individual

Good understanding of local context

Penta particularly encourages:

Diversity of expertise levels of the PMP mentors: mentors may range from mid-career
researchers to senior academics with extensive experience. This variety allows for
different levels of guidance and makes the matching process more flexible and effective.
Sustainability of the programme: previous mentees of the PMP are encouraged to apply
to participate in Penta ECR peer-to-peer activities, providing guidance to other ECRs,
ensuring continuity and building a culture of shared learning. These will eventually take
on mentorship roles in future PMP editions.
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Mentors selected in a previous PMP edition, who have not respected the PMP Code of Conduct
(see Section 9) or withdrew without a valid reason are no longer eligible.

4.2 Who can be a mentee in the PMP

A PMP mentee is an early career professional who seeks guidance to develop their skills, expand
knowledge, and progress in their career or academic path. They should be motivated, open to
feedback and committed to actively engaging in the mentorship process.

A mentee of the PMP should fulfil the following eligibility criteria:
e Member of the Penta ID Network
e Penta ECR (see section 1.2)
o Willingness and availability to engage in line with the Code of Conduct (see Section 9);

To ensure turnover, a candidate may join the PMP programme as a mentee only once. Previous
mentees are not eligible to apply again as mentees, unless in special cases carefully evaluated
by the PMP coordinators.

Mentees selected in a previous PMP edition, who have not respected the PMP Code of Conduct
(see Section 9) or withdrew without a valid reason are no longer eligible.

4.3 Conflicts of Interest
To preserve the integrity of the mentoring relationship, it is essential that mentors and mentees
interact on equal and independent terms. Independence and fairness can only be maintained by
carefully avoiding conflicts of interest (Cols). To this end, all potential Cols must be declared at
the application stage and will be verified during the selection and matching process. Any
emerging Cols must be promptly disclosed for reassessment. The following rules are therefore
designed to prevent Cols and to ensure that mentoring remains impartial, confidential, and
focused solely on the mentee’s development:

e Mentors must not be the mentee’s line manager, thesis supervisor/examiner, or hold

direct influence over their assessments, promotions or Penta grant decisions.
o Mentees must not seek mentorship from individuals in a direct reporting relationship.

4.4 Application and selection process
The PMP has a structured application process in place for both mentors and mentees.

PMP cohort size is upfront based on capacity by the PMP coordinators. Selection balances
capacity and diversity (profession, geography, gender, language, LMIC inclusion) and ensures
alignment with PMP goals (Section 2), eligibility (Section 4), and matching needs (Section 5).

The application process follows these key steps:

1. Call Preparation: PMP coordinators issue the call for applications for mentors and mentees,
outlining programme rules and eligibility. Applications are submitted online via Penta
Redcap, using forms desighed to support selection and matching. Templates of these forms
are provided in Section 10.2.

2. Dissemination: the call is circulated to potential mentors and mentees through relevant
channels of Penta (e.g. website, newsletters, webinars).
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3. Collection: applicants submit their completed forms.

4. Review applications and selection of mentors and mentees, managed by the PMP
coordinators. The PMP coordinators might seek advice for the selection to the Penta Network
Engagement Committee (NEC, see at this link), if needed.

5. Interviews: The PMP coordinators can decide during the selection and matching process to
directly contact the single applicant (both mentors and mentees) by email and/or have a
meeting/interview with the applicant (both mentors and mentees) for clarification.

5. Matching Process

The PMP is designed as a 1:1 structured, 12-month mentorship experience following the scope
detailed in Section 2.

Matching method: the PMP coordinators review all applications and proposes the mentor-
mentee pairs. Matches are primarily determined on the information provided in the mentor and
mentee applications. When necessary, they may contact applicants to clarify expectations and
ensure the best possible match. If needed, NEC support may be sought (see section 4.4).

Criteria: matches are primarily determined on the information provided in the mentor and mentee
applications. Considerations include:

= Mentor and mentee expectations

= Mentor expertise and availability

= Mentee goals and needs

» Professional level & position, scientific expertise

= Time commitment and preferred communication styles (e.g. e-mail, calls)

= Geography, Time Zone and language

= Exclusion of Cols (see Section 4.3).

Flexibility: both mentors and mentees should confirm the suitability of the match. If not
sustainable, PMP coordinators explore reassignment within PMP capacity.

First meeting: after the PMP coordinators propose a match, the mentor and mentee hold an initial
online ‘Getting-to-know-you’ meeting to share backgrounds, discuss goals, and agree on ways of
working. This conversation helps assess compatibility and set the foundation for collaboration. If
either party feels the match is unsuitable, they may withdraw and request reassignment through
the PMP coordinators.


https://penta-id.org/who-we-are/
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Application Forms & Other

Mentors Profile
Check expertise and
availability: what can
they provide?

Mentee Profiles

Check goals and
needs: what do they
want to achieve?

s l + Mentor and mentee expectations

+ Mentor expertise and availability

Matching by + Mentee goals and needs
+ Professional level & position
PMP Coords + Scientific Area
+ Languages, Geography, Time Zone
‘ + Exclusion of Col
Reassignment Meeting Mentee & Mentor

(Getting-to-know-you Meeting)

No l Yes

Confirm the Match - Mentorship Start

6. Programme Structure and Timeline

6.1 Structure
The PMP is organised in phases that provide guidance from setup to conclusion of the edition:

Phase 1: Set up
The PMP coordinators discuss and /or revise the rules and eligibility for mentors and mentees,
lessons learnt from the previous edition and define the indicators for monitoring (see Section 7).

Phase 2: Open Calls
Open calls launched to invite applications from mentors and mentees.

Phase 3: Submission, Review, Selection, and Matching
Applications are received and reviewed. Mentors and Mentees are selected and matched
(Sections 4 and 5).

Phase 4: Kick-Off Event and Orientation

¢ The mentorship formally starts with a kick-off event (e.g. webinar) organised by the PMP
coordinator for all participants. Programme goals, expectations, and timeline are introduced,
and mentors and mentees pairs are officially announced.

e During and after the event, the PMP coordinators provide orientation sessions and other
resources for mentors and mentees, with guidance on roles, expectations, and best practices.

Phase 5: Mentorship Agreement

e Each pair prepares a Mentorship agreement, setting out the expectations, frequency of
meetings, communication methods, and specific goals for the mentorship period.

¢ The mentorship agreement is submitted to the PMP coordinators and is used for monitoring
and evaluation of the whole programme (not for the single pair). A template of the mentorship
agreement is available in the Section 10.3.
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Certain confidential aspects, such as specific career needs shared privately by the mentee
with the mentor, are notincluded in the mentorship agreement, as this document will be used
by PMP coordinators to monitor and evaluate the programme.

Phase 6: Mentorship Period
The mentorship period will run for 12 months, with regular 1:1 online meetings between mentors
and mentees.

The duration should be of 12 months, with the possibility of a maximum of 6-month extension
upon reasonable request to the PMP coordinators (e.g., when the mentor-mentee pair feel
additional time is needed to complete their activities).

Mentors and mentees are encouraged to meet at least once per month. Additional check-ins
may be agreed upon by the pair, provided they fit within the agreed time commitment.
Participants are expected to commit for the full duration of the PMP. If a mentor or mentee
cannot complete the programme, they must promptly inform the PMP coordinators, who will
review the case and arrange reassignment if needed.

Content and point of discussion are fully decided by the mentor-mentee pair and should follow
the mentoring agreement.

The primary mode of communication will be video calls supported by email for follow-ups.

A mid-point survey might be conducted with the PMP coordinators to reflect on progress,
assess alignment with goals, and make any necessary adjustments.

During the mentorship period the mentees are encouraged to join the Penta ECRs Café and
other initiatives from Penta ECR WG.

The Code of Conduct (Section 9) offers guidance on handling troubleshooting.

Phase 7: Conclusion of Mentorship

7

e Mentor-mentee pairs complete the closing survey and review of the mentorship
agreement to see if they have completed all the pre-defined tasks (see Section 7), after
that they will receive the certificate of completion.

e The coordinating team will disseminate a report of the achievements and outcomes
reached out by each PMP edition’s participants at the end of every PMP through Penta’s
communication channels (such as Penta website and newsletters)

e Mentors and mentees are encouraged to join the Penta ECRs Café to share tips and
recommendations achieved during their PMP with the Penta ECR community.

e Section 7 —provides details on how feedback from participants is reviewed and used by
the PMP coordinator.

e Section 8 - provides details on what mentors and mentees receive and do at the
conclusion of the PMP.

. Monitoring and Evaluation

Monitoring and Evaluation (M&E) are essential to:

e Check how are mentor-mentee pairs are doing (see Section 6)
e |dentification of challenges and provide timely support

e Collectfeedback to assess programme effectiveness

e Evaluate the PMP impact on participants’ careers

e Inform improvements for future editions of the PMP

7.1 Indicators & Monitoring
In Phase 1, the PMP coordinators will set up the indicators that might include:

e Participation: nr. of participants, nr. of mentor-mentee pairs
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Reach & equity: participants diversity (profession, geography, gender, LMIC
representation)

Engagement: completion of mentorship agreements, meeting frequency, meeting
expectations and timelines set by the mentorship agreement, as well as survey
responses.

Completion: percentage of mentor-mentee pairs finishing; extensions requested

Quality of mentor-mentee relationship (trust, relevance, accessibility).

Impact: collect data on short term outputs and outcomes, such as skills developed,
knowledge gained, confidence growth, promotions, grants won, publications, growth in
their professional network or new collaborations, speaking invitations at conferences or
awards.

Satisfaction: Overall satisfaction with the PMP, perceived value for career and personal
development, likelihood to recommend to peers, improvements etc

Sustainability: mentors returning; pairs, if needed, can continue to meet each others
outside the PMP programme.

The following tools and activities for collecting data for M&E can be implemented:

Start: mentorship agreement submitted by the pairs
During:
o PeerContact: each mentee is paired with a Penta ECR WG member for informal check-
ins and support, helping surface issues early.
o Mid-Point Survey: to collect mentors and mentees feedback mid-program to assess
satisfaction, outcomes, and improvements.
Conclusion:
o Closing Survey: to collect mentors and mentees feedback at the final stage of the
programme to measure satisfaction, impact, outcomes, and improvements, career
development and so.

7.2 Evaluation & Use of Results

The Evaluation is managed by the PMP coordinators and the result might be shared with other
Penta governance bodies (e.g. NEC) for insights. The PMP coordinators will gather all the results
in a final Report of Evaluation. The PMP coordinators will use the report to promote the PMP, write
articles and to improve the design, structure and delivery of future editions of the PMP (see
Section 6).

8. Recognition and Sustainability

The PMP values the time, commitment, and expertise that mentors and mentees bring to the
mentorship journey. To acknowledge contributions and ensure long-term impact, the programme
willinclude:

Certificates of participation from Penta Foundation for mentors and mentees completing
the programme.

Recognition of mentors through web features, articles and acknowledgments on Penta
website and at relevant Penta events;

Encourage continuity and achievement sharing: mentors returning to future PMP cycles;

mentor-mentee pairs engagement via Penta ECR Café and other activities.
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9. Code of Conduct

All mentors and mentees will need to agree, sigh and adhere to the PMP Code of Conduct to
ensure trust, respect and professionalism throughout the programme. The Code of Conduct is
part of the Mentorship Agreement and will include the following points:
1. Communication
e Agreetocommunicate with the PMP coordinators when needed to support the realisation
of programme activities and ensure smooth participation. The contact point is
network@pentafoundation.org

2. Values
o Always treat each other with respect and professionalism, willing to take the feedback.
o Value diversity of backgrounds, experiences, perspectives, and culture.
e Discriminatory behaviour, harassment, inappropriate requests or Col are not tolerated.

3. Commitment
e Honorthe agreed-upon time commitments and attend scheduled meetings.
¢ Communicate proactively about rescheduling or changes.

4. Confidentiality & Privacy
e Keep all shared personal or professional information confidential unless explicit consent
is given (e.g., references for applications or networking).
o Respect the privacy and boundaries of your mentoring partner (e.g. discussions stay
within the pair; emails are private; feedback to PMP coordinators is acceptable; referral
to third parties only with permission).

5. Roles and Responsibilities

e Follow the mentorship agreement.

e Mentors commit to providing guidance, advice, and support within the scope of their
expertise.

e Mentors should focus on the purpose, listen and adjust the type of support according to
the needs of the mentee.

e Mentees should prepare questions in advance and bring issues to the mentor that matter
most to them.

e Be clear what type of support would make a difference and be open to supportive
challenge.

e Mentees commit to being proactive, open to feedback, and responsible for their own
development.

o Both mentees and mentors should proactively communicate if things are not working or
things have changed since they signed the PMP agreement.

6. Misconduct
e All participants (mentors, mentees, coordinators) must promptly report any concerns or
misconduct directly to Penta Foundation at network@pentafoundation.org
e |Ifabreach of the Code of Conduct is reported and confirmed, the PMP coordinators may
pause or terminate the pair, depending on the severity of the misconduct.

7. Feedback and Improvement
o Participate in feedback processes to help strengthen the programme.


mailto:network@pentafoundation.org
mailto:network@pentafoundation.org
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