
DEGARMO
COACHING PROGRAM IMPACT

DEGARMO.COM

Saving Lives Through Talent Science



It was exciting. And it also
created challenges we
didn’t fully anticipate.

When Taylor Horner, Manager of Hospital & Family Services at LifeSource, reflects on the past two
years, one word comes to mind: expansion.

LifeSource didn’t just grow—it transformed.

“We went from about 12 family support coordinators working 24-hour call shifts to 29 donation
liaisons working 12-hour shifts,” Taylor explained. “It was exciting. And it also created challenges we
didn’t fully anticipate.”

The change was intentional and values-driven. Moving to shorter shifts was a significant investment
aimed at reducing burnout and improving sustainability in one of the most emotionally demanding
roles in healthcare. But as the team grew, a new problem emerged—one that many OPO leaders will
recognize immediately.

Each liaison had fewer donation conversations. Approach volume per coordinator dropped.
Development slowed. Confidence took longer to build. Even experienced staff felt the effects.

“We expected some of that dilution,” Taylor said. “But then we had to ask ourselves—do we just wait
three years for people to feel confident? Because that wasn’t an option. We had to meet the
moment.”

That question ultimately led LifeSource to invest in year-long individual coaching.

From Expansion to Excellence: How LifeSource Leveraged Individual
Coaching to Accelerate Donation Liaison Performance
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From a leadership perspective, the shifts were visible well before the numbers told the story. 
Taylor described a noticeable increase in self-awareness and intentionality among the 
coaching participants.

“They were preparing internally before walking into family conversations. Very deliberate—‘This is
how I’m going to show up,’ or ‘Based on what I know about this family, I’m going to pivot.’” One
liaison had always led with exceptionally high empathy—an asset that, at times, worked against her.

“She’s empathy off the charts. Incredible with families. But it sometimes got in her way,” Taylor said.
“Coaching helped her be more direct, more intentional about framing donation as end-of-life care
rather than rescuing.”

Another liaison faced a different challenge: pacing.

At first, Taylor approached coaching the way many leaders do.

“I was told, ‘Pick a few people who might benefit,’ without much guidance. So I chose a mix—some
newer staff, some facing challenges in certain aspects of the role, and a couple who I knew were
eager to continue developing their skills.”

What followed was one of the most important lessons of the program.

“The intended audience for coaching isn’t necessarily people who need corrective support,” Taylor
said. “It’s people who are committed to growing and willing to invest in their own development.”
In the first individual coaching group, that distinction mattered. Of the initial participants, some
embraced the coaching process and experienced meaningful growth. Others engaged with the
experience differently and saw more modest results.

The next year, LifeSource adjusted its approach.

“This time, we chose with extreme intention. These were people I knew cared deeply and wanted to
grow. And if this next group grows the way those first participants did, the impact will be exponential.”

Rethinking Who Coaching Is For

What Changed on the Ground



One donation liaison increased her authorization rate from 52% to 64%, finishing the year with the
highest authorization rate on the entire team.

“She wasn’t a poor performer before,” Taylor noted. “But her volume was low. Coaching helped her
build confidence, intention, and presence—and the results followed.”

Authorization Rate Growth

Donation Volume Growth
Another liaison took a different path to success. Over the same period, he increased his number of
organ donors from 13 to 29—more than doubling donation volume in a single year.

“His mindset is different,” Taylor said. “He’s not afraid of the noise. He goes in, offers what he
believes is right, and helps families see why it matters.”

Together, these two stories reframed how Taylor now talks about performance. “I want great
authorization rates—but I also want people talking to families. More conversations mean more
opportunities to save lives. Both metrics matter.”

Leadership Impact: Less Worry, More Growth
Beyond individual performance, coaching had a meaningful effect on leadership workload and
confidence.

“You worried about them less,” Taylor admitted. “Because you knew they had support—real support
—outside of their supervisor.”

The Results: Two Different Paths to Impact
By the end of the year, the performance outcomes were unmistakable—and compelling in 
different ways. “He was newer and still figuring out cadence—saying too much, or too little.
Coaching helped him slow down, breathe, and realize he didn’t have to accomplish everything in
one conversation.”

Both learned to self-check, regulate themselves emotionally, and enter conversations with clarity
rather than urgency. For Taylor, that internal work mattered as much as any technical skill.

“Confidence changes everything. If someone doesn’t feel confident managing the conversation, it
shows. Coaching helped build that confidence.”



Perhaps the most important takeaway from LifeSource’s experience is how coaching is now
positioned.

“At first, we thought this was for people who were struggling. That was the wrong approach,” Taylor
reflected. “Now it’s an opportunity—something not everyone gets. An investment in people who want
to deepen their skills.”

That shift—from remediation to intentional development—changed everything.

For organizations considering the investment, Taylor is unequivocal. “Yes, it’s worth it—if you pick the
right people.” She points to the numbers first. “If one liaison goes from 13 donors to 25 donors in a
year, that alone far exceeds the cost of the program.”

But she’s equally focused on long-term value. “One of these participants was later promoted into a
family services administrator role. Now she uses what she learned every single day—pre-coaching
and post-coaching other liaisons before approaches.”

Coaching didn’t just improve individual performance—it built internal leadership capacity.
“That’s how you grow your organization from within,” Taylor said. “And that’s where the real return is.”

A Shift in Philosophy

The ROI Question—Answered

Our Purpose
 We’re proud to partner with the organ donor and tissue bank industries, supporting
Donation Advocates and Tissue Authorization Specialists with tools that reduce
burnout, improve retention, and increase life-saving donation rates. Contact us to
learn more about our groundbreaking research.

While coaching didn’t replace internal supervision, it supplemented it in a powerful way, giving
participants space to reflect, grow, and process challenges without fear of evaluation.
LifeSource eventually formalized this alignment by adding brief monthly leadership check-ins with
the coach—focused on themes and context, not confidential details.

“That connection helped us understand what was happening and helped the coach understand what
might be impacting the team.”


	Rethinking Who Coaching Is For
	At first, Taylor approached coaching the way many leaders do.
	“I was told, ‘Pick a few people who might benefit,’ without much guidance. So I chose a mix—some newer staff, some facing challenges in certain aspects of the role, and a couple who I knew were eager to continue developing their skills.”
	What followed was one of the most important lessons of the program.
	“The intended audience for coaching isn’t necessarily people who need corrective support,” Taylor said. “It’s people who are committed to growing and willing to invest in their own development.” In the first individual coaching group, that distinction mattered. Of the initial participants, some embraced the coaching process and experienced meaningful growth. Others engaged with the experience differently and saw more modest results.
	The next year, LifeSource adjusted its approach.
	“This time, we chose with extreme intention. These were people I knew cared deeply and wanted to grow. And if this next group grows the way those first participants did, the impact will be exponential.”

	What Changed on the Ground
	From a leadership perspective, the shifts were visible well before the numbers told the story.  Taylor described a noticeable increase in self-awareness and intentionality among the  coaching participants.
	“They were preparing internally before walking into family conversations. Very deliberate—‘This is how I’m going to show up,’ or ‘Based on what I know about this family, I’m going to pivot.’” One liaison had always led with exceptionally high empathy—an asset that, at times, worked against her.

	Authorization Rate Growth
	One donation liaison increased her authorization rate from 52% to 64%, finishing the year with the highest authorization rate on the entire team.
	“She wasn’t a poor performer before,” Taylor noted. “But her volume was low. Coaching helped her build confidence, intention, and presence—and the results followed.”

	Donation Volume Growth
	Another liaison took a different path to success. Over the same period, he increased his number of organ donors from 13 to 29—more than doubling donation volume in a single year.

	The ROI Question—Answered
	For organizations considering the investment, Taylor is unequivocal. “Yes, it’s worth it—if you pick the right people.” She points to the numbers first. “If one liaison goes from 13 donors to 25 donors in a year, that alone far exceeds the cost of the program.”
	But she’s equally focused on long-term value. “One of these participants was later promoted into a family services administrator role. Now she uses what she learned every single day—pre-coaching and post-coaching other liaisons before approaches.”
	Coaching didn’t just improve individual performance—it built internal leadership capacity. “That’s how you grow your organization from within,” Taylor said. “And that’s where the real return is.”

	A Shift in Philosophy
	Perhaps the most important takeaway from LifeSource’s experience is how coaching is now positioned.
	“At first, we thought this was for people who were struggling. That was the wrong approach,” Taylor reflected. “Now it’s an opportunity—something not everyone gets. An investment in people who want to deepen their skills.”
	That shift—from remediation to intentional development—changed everything.
	Our Purpose
	We’re proud to partner with the organ donor and tissue bank industries, supporting Donation Advocates and Tissue Authorization Specialists with tools that reduce burnout, improve retention, and increase life-saving donation rates. Contact us to learn more about our groundbreaking research.



