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TransMedics Group & Inspiring Excellence:
Cultivating Leadership to Accelerate Innovation in Organ
Transplant Technology
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The Company

As TransMedics scaled its pioneering work in organ transplant technology, the company faced a critical challenge:
transforming technically brilliant experts intfo emotionally intelligent leaders capable of empowering teams in a high-growth
global environment. Partnering with Inspiring Excellence, TransMedics co-created a bespoke leadership development program

that fortified its leadership pipeline, embedded a culture of collective accountability, and delivered significant operational

efficiencies. The result? A leadership cohort equipped to sustain innovation while navigating the complexities of global

expansion.
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1. Challenge/Context:
Leading Through Hypergrowth in MedTech

TransMedics, a ftrailblazer in organ transplantation
technology, recognized that rapid growth demanded more
than technical excellence. Internal diagnostics revealed
gaps in delegation, goal alignment, and team enablement
among emerging leaders, many of whom were transitioning
from expert individual contributors to people managers. In
a sector where precision and adaptability are life-saving
imperatives, the company needed leaders who could shift
from a “Me too We” mindset, fostering resilience and cross-

functional collaboration amid volatility.

The stakes were clear: Without a scalable leadership
culture, TransMedics risked stifling innovation just as its
global footprint and technological impact expanded.

2. Approach:
A Bespoke Leadership Ecosystem

Inspiring  Excellence designed a human-centered
development journey rooted in elite performance principles,
blending cutting-edge diagnostics with immersive
experiential learning. Key pillars included:

= Elite Coaching for Elite Performers: Hogan 360
assessments and 1:1 coaching session with world-
emotional

class practitioners, = emphasizing

intelligence (EQ) and strategic delegation.

= Experiential Action Learning: “On-the-job”
development sprints and accountability frameworks
to bridge theory and practice.

Growth: Customized modules

addressing EQ vs. Al, strengths-based leadership,

= Integrated

and crafting “Personal User Manuals” to align

individual purpose with organizational goals.

= Relational Trust Building: Group sessions
fostering vulnerability and psychological safety,
critical for high-stakes decision-making in
medtech.

The program’s north star? Leaders Create
Leaders—a philosophy ensuring
sustainable cultural transformation.
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3. Implementation:
Precision Execution Over Six Months

The 6-month Emerging Leaders Program engaged

participants through:

Hybrid Learning Formats: Biweekly 1:1 coaching,
monthly live workshops, and quarterly pulse
assessments to measure perspectives and

progress

Thematic Depth: Sessions explored conflict

resolution in  high-pressure environments,

building psychologically safe teams, and
leveraging technology without sacrificing human-

centric judgment.

Cross-Functional Collaboration: Leaders from
R&D, operations, and global supply chains shared
insights, breaking silos and fostering unity.

Progress Tracking: Real-time feedback loops via
Hogan 360
accountability partnerships.

reassessments and peer

4. Results:
Leadership Transformation with Lifesaving Impact

The partnership delivered measurable cultural and
operational outcomes:

100% Net Promoter Score from participants,

reflecting exceptional engagement and value.

Leaders reported marked improvements in
delegation efficiency and reduced burnout,
with one noting, "We've reclaimed hours weekly
by trusting our teams—rthis program rewired how

we lead."

Stronger cross-departmental collaboration
accelerated project timelines, with internal audits
highlighting "unprecedented alignment between

R&D and operations."

Succession Pipeline Activation: Multiple
participants advanced to senior roles within 12
months, underscoring the program’s alignment

with leadership readiness goals.

Cultural Shift: A shared lexicon

emerged, with 360-degree feedback highlighting

leadership

"measurable strides in empowering teams and

resilient decision-making."
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“Inspiring Excellence redefined leadership for us. They didn’t just teach skills—they
rewired mindsets. Our leaders now approach challenges with empathy and strategic
clarity, which is vital when your work impacts lives daily. This partnership isn't
transactional, it's transformational.”

— TransMedics Digital Senior Leader

5. Forward Vision: Sustaining Excellence in
a Dynamic Landscape

TransMedics  confinues to leverage Inspiring
Excellence’s frameworks as it scales across new markets.
Future initiatives include embedding leadership
development into everyday work and expanding to VP
ready programs for future leaders. Together, the
organizations are proving that human-centered
leadership is the catalyst for both technological
breakthroughs and enduring cultural vitality.

6. Key Takeaways

* Invest in “Leaders Who Create Leaders”:
Sustainable growth requires empowering

managers tfo mentor, not jUST manage.

Blend Data with Humanity: Hogan 360
diagnostics paired with EQ coaching drive

measurable behavior change.

Culture Fuels Innovation: Cross-functional

tfrust and psychological safety are non-

negotiable in high-stakes industries.

ROI Beyond Metrics: A 83% financial growth
return for TransMedics is amplified by saved
lives, sustained performance and future ready

processes.




