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EXECUTIVE 
SUMMARY

In 2018, Julius Baer was confronted with reputational legacy issues and leadership 
challenges in a rapidly evolving external environment, increased regulatory scrutiny 
and significant technological developments. To ensure future success, the bank pushed 
forward with its vision of leadership at all levels and engaged IMD to help it co-create 
a new team leader program – TLP 2.0 – a seven-module journey, based on an adaptive 
leadership framework, to help team leaders:

 – Understand the external environment affecting the bank

 – Link the bank’s strategy to their individual contexts

 – Identify and focus on their key development areas

 – Improve collaboration across the bank

 – Develop a common language around leadership throughout the bank.

The program combined on-line learning and face-to-face modules into a six-month 
learning journey that considerably broadened and deepened participants’ leadership 
capabilities. Julius Baer then decided to further engage with IMD to co-create a 
systematic adaptive leadership curriculum, including three new programs – REACH, LEAP 
and TOP – that would cover all levels of the organization.

Six cohorts from Asia and Europe (221 participants) have completed TLP 2.0. Four more 
are running concurrently in Singapore and Lausanne. Three further cohorts are planned 
in 2021–22. Two cohorts of LEAP (45 participants) and one of REACH (32 participants) 
have completed the programs and several more are planned for 2021. TOP’s first cohort 
is planned for June 2021. When COVID-19 emerged, IMD and Julius Baer collaborated 
closely to adapt the face-to-face modules for live-virtual (liVe) delivery.

Overall, the programs were clearly linked to the changing wealth management 
environment and the bank’s strategy, and they had a significant impact on the bank’s 
leadership capabilities. Empowerment, conflict resolution and stakeholder management 
skills improved, and the programs created a cohesive leadership community as well as 
a common language within the bank. Key to these results was the close collaboration 
between IMD and the Julius Baer Academy. 

The next decade is crucial for us. The external environment is rapidly 
changing and Gen XYZ have different expectations. And the speed of change is 
accelerating. The leadership curriculum, with its programs on different levels, 
is connected to the strategy and creates a much-needed sense of urgency.

David Schlumpf, Global Head Learning & Leadership Development
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INTRODUCTION

In 2018, Bank Julius Baer & Co. Ltd. 
(Julius Baer) was the world’s largest 
pure-play private bank. For more than a 
century, it had provided in-depth wealth 
management advice and solutions to its 
clients around the world. After nearly a 
decade of growth, fueled by both mergers 
and the longest bull run in history, Julius 
Baer faced multiple challenges, including 
turmoil caused by the unexpected 
defection of several key managers, starting 
with the bank’s long-term CEO to a rival 
bank; the continued fallout from money 
laundering and tax evasion scandals; 
increased regulatory requirements and 
scrutiny from around the globe; a drop in 
financial performance; and changing client 
needs driven by technological advances. 

Julius Baer urgently needed to improve 
its overall client experience, work more 
efficiently and generate new business. 
Also, more than half of its employees 
were new to the bank, and its informal 
governance structure was no longer 
sufficient. As a result, IMD and Julius 
Baer co-created an innovative solution 
to develop the leadership capabilities 
of the bank’s team leaders – its middle 
managers – who were either new to the 
bank or responsible for integrating new 
employees. Team leaders were the focus 
because, as the bank’s first line of defense 
for monitoring and ensuring regulatory 
compliance, it was key for them to become 
true leaders – leaders who empowered, 
delegated and enhanced the capabilities of 
their teams.  

ABOUT JULIUS BAER 

Julius Baer – the leading Swiss wealth 
management group – focuses on providing 
personal advice to private clients around 
the world, powered by high-end services 
and expertise. To remain at the forefront 
of its industry, it actively embraces change 
and is managed for the long term, with 
an exclusive strategic focus on wealth 
management and an international market. 
Its strategy is built on three principles: 
delivering a best-in-class experience to 
its clients, being the most admired and 
respected firm in the sector and pursuing 
sustainable profitability.  

ABOUT IMD

The Institute for Management 
Development (IMD) is an independent 
academic institution with Swiss roots and 
global reach, founded 75 years ago by 
business leaders for business leaders. 
Since its creation, IMD has been a 
pioneering force in developing leaders who 
transform organizations and contribute to 
society. Based in Lausanne (Switzerland) 
and Singapore, IMD has been ranked 
in the Top 3 of the annual FT Executive 
Education Global Ranking for the last nine 
consecutive years and in the top five for 17 
consecutive years. IMD’s custom programs 
are co-created with selected companies 
to help them build new capabilities and 
address their most significant business 
challenges.  
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THE 
CHALLENGE

After the 2008 Great Recession, Julius Baer began a period of massive expansion, aggressively growing the bank 
through several mergers and acquisitions. When the CEO unexpectedly resigned in November 2017, the bank 
was in great financial shape: Assets under management (AuM) had more than doubled; net profit had increased 
by nearly 60%; its international footprint had expanded to over 50 offices located in 25 countries; and head count 
had more than doubled (see Fig. 1).
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Fig. 1: Julius Baer at a Glance, 2018
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However, Julius Baer was also grappling with multiple challenges: 

 – Defection of several key managers after the former CEO’s sudden departure. 

 – Declining financial performance.

 – Ongoing investigations into tax evasion and money laundering (hung over from the 
previous leadership’s tenure).

 – Increased regulatory requirements and scrutiny.

 – Evolving customer needs due to widespread technological innovations driven by 
advances in artificial intelligence (AI) and digitalization.

The bank identified its mid-level team leaders as key to successfully navigating these 
challenges as they were close to both clients and the new technologies, and they 
were increasingly expected to take a more active role in integrating new employees, 
implementing consistent practices and ensuring regulatory compliance. At the same 
time, disruption in the wealth management industry was putting pressure on profit 
margins, so team leaders needed to focus on activities that truly served their clients.

Therefore, Julius Baer prioritized strengthening its front-line management to:

 – Integrate talent from organic growth and mergers and acquisitions.

 – Adapt to a fast-changing external context that included technological change and 
increased regulatory oversight.

 – Transform the bank into a sustainable, profitable organization for the coming 
decade.
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THE ORGANIZATIONAL STRUCTURE

Julius Baer’s organizational structure comprised the heads of the front offices in 
the various regions and the mid- and back-office divisions and staff functions that 
reported to the CEO (see Fig. 2). Its management levels, from lowest to highest, were 
relationship managers (RMs) and staff, team leaders, senior managers, senior executive 
managers and the CEO. RMs played a key role as they developed and maintained client 
relationships in their regions.

The bank’s culture was a mixture of top-down decisions combined with decentralized 
regional powerbases, where top RMs were empowered to make their own decisions. 
Governance was both informal and entrepreneurial: Leaders communicated the Julius 
Baer “way of working” and culture to new employees in their own ways. The challenge 
was maintaining an entrepreneurial spirit, while having a desired level of standardization 
in the bank’s structures and processes.
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Fig. 2: Julius Baer Executive Board and Organizational Structure in 2017
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THE 
COMMITMENT

When Marianne Schenk joined the Julius Baer Academy as the Executive Director of 
Leadership Development in March 2017, one of her first tasks was updating the Team 
Leader Program (TLP 1.0), which targeted team leaders in all parts of the organization 
(see Fig. 3), had 200 alumni and was highly respected within the bank.

Fig. 3: Team Leadership Program 1.0
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Upon review, Marianne realized TLP’s traditional leadership development approach was 
no longer appropriate for the banking world’s fast-changing environment. Instead, she 
decided an adaptive leadership framework would be more suitable (see Fig. 4). Julius 
Baer also needed an approach that scaled quickly. It intentionally invested in developing 
team leaders first, rather than its top executives, and incorporated on-line solutions to 
have an impact on a larger number of leaders.

The program needed to further develop the team leaders’ competencies in the following areas:

 – Creating a common language around leadership.

 – Adapting to the changing external context within which the bank operated.

 – Integrating new talent into the organization.

Fig. 4: Adaptive Leadership Framework at Julius Baer
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As a result, Julius Baer sent out 12 requests for proposal (RFP) to business schools 
and consulting companies, detailing the requirements for TLP 2.0. The RFP outlined the 
history behind the program, how Julius Baer’s needs had evolved over the past decade 
and its requirements for 550 team leaders going forward (see Fig. 5).

Fig. 5: RFP Requirements for TLP 2.0
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Robert Hooijberg, IMD Professor of Organizational Behavior, and 
Anna Dunand, Senior Director of Custom Programs, led IMD’s 
team. They first developed an in-depth understanding of Julius 
Baer’s needs (see Fig. 6).

We wanted to build on TLP 1.0’s great reputation and legacy by 
including content on the changing regulatory and external context, 

which we believed would become increasingly important as the 
bank continued on its growth path.

Anna Dunand
IMD’s Senior Director of Custom Programs 

Fig. 6: Understanding the TLP 2.0 RFP
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IMD believed team leaders needed to master three capabilities in order to build “digital 
business agility,” which was essential for thriving in the digital vortex that was engulfing 
the financial services industry.1 IMD proposed an asynchronous virtual module to expose 
team leaders to these capabilities (see Fig. 7). In addition to featuring up-to-date digital 
business agility cases, IMD would assess leaders on their leadership capabilities in 
terms of digital business agility. 

Fig. 7: The Digital Business Agility Framework
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Team leaders also needed to develop a common understanding of global trends and 
regulatory changes in the financial markets. IMD proposed to develop a custom online 
program in collaboration with Julius Baer that would leverage the expertise of IMD’s 
faculty on global trends in the industry and Julius Baer’s experts on compliance and 
the changing regulatory environment. Disseminating internal knowledge and practices 
would help the bank build consistent and best practices.

To develop the team leaders’ leadership capabilities, IMD proposed to integrate two 
modules at its campuses in either Lausanne or Singapore, emphasizing the development 
of agile leadership at the individual, team and organizational levels. Two of IMD’s 
senior executive coaches – Brenda Steinberg and Gérard Vréman – helped design all 
the coaching aspects – an essential part of the proposed learning journey. Finally, IMD 
proposed the creation of a common alumni network for participants from both TLP 1.0 
and TLP 2.0.
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Coaching support helps team leaders 
personalize and apply theoretical 

knowledge and insights to their unique 
situations and local context. Through 

the small group peer coaching process, 
leaders develop trusting relationships 

that allow them to challenge each other, 
give each other feedback and hold each 

other accountable. These supportive 
relationships last beyond the program.

 Brenda Steinberg
Senior Executive Coach

Julius Baer Academy formed a panel of experts and invited four finalists to present 
their proposals in Zurich. After a structured and exacting process, IMD was awarded the 
contract because it:

 – Built the leadership development element of the program within the context of 
wealth management trends.

 – Incorporated IMD’s other areas of expertise – digitalization, regulatory changes, 
competitive environments, financial environment.

 – Delivered the face-to-face modules at its world-class campuses in Switzerland in 
Singapore.

We whittled the original list of 12 contestants down to four finalists. After a rigorous 
interview process, IMD was the clear winner because it came with a blended-learning 

journey that was both practical and grounded in theory. It linked the content to Julius Baer’s 
strategy, incorporated coaching and it developed self-awareness, awareness of others and 

psychological safety in teams. IMD was able to provide the face-to-face parts of the program 
at its world-class campuses in Switzerland and Singapore, which are consistent with our 

image. We value being associated with a quality partner.

Marianne Schenk
Global Head Leadership Development 

Team leaders create bonds and expand 
their networks while practicing how to 

give and receive feedback, as well as 
developing their individual action plans.

 Gérard Vréman
Senior Executive Coach
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THE L&D 
INITIATIVE

To further refine the proposal, Francis Pfluger, IMD’s Head of Learning Management 
and an expert on asynchronous program delivery, was invited to participate. Together, 
the IMD and Julius Baer Academy teams brainstormed and freely shared ideas on 
what theory, cases and required context were needed. The process evolved into a true 
collaboration and partnership.

We all brought our own expertise to the table. Marianne made sure we included the relevant 
context, Francis explained how the virtual modules could be integrated into the overall 

journey, Brenda and Gérard made sure we covered all aspects of the coaching journey and I 
provided the content expertise.

 Robert Hooijberg
IMD Professor of Organizational Behavior and TLP 2.0 Program Director

The final design was a seven-module, blended learning journey spread over five to six 
months. It comprised two face-to-face modules, three virtual learning modules and two 
individual and group coaching modules; assignments were interspersed throughout. This 
gave team leaders enough time to assimilate the learning and effect change. To drive 
additional impact on the team and throughout the organization, team leaders regularly 
reported their key learnings and action plans to their teams and bosses. 

The goal was to not only teach specific team leadership theoretical models and frameworks, 
but also expose the team leaders to how it works in the real world through business cases, 

leadership cases or role plays, and then to connect the content to them with assignments 
linked to their own contexts.

 Francis Pfluger
Head of Learning Management, IMD
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TLP 2.0: THE LEADERSHIP JOURNEY

The first TLP 2.0 was launched in May 2018, with cohorts overlapping so the program 
could quickly roll out to as many team leaders as possible (see Fig. 8).

Each program module followed the same design (see Fig. 9). First, a virtual learning 
module focused on leaders as coaches. Then, building on individual coaching, it explored 
the impact of different leadership styles on team culture and the development of high-
performance teams. In particular, the material covered leading and participating in 
constructive dialog, which participants applied by having difficult conversations between 
the modules.

Fig. 8: TLP 2.0 Cohort Rollout
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Fig. 9: Final TLP 2.0 Program Design Co-created by IMD and Julius Baer
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The next module took place at an IMD campus, where the team leaders learned about 
agile leadership in theory, deepened their own self-awareness through 360-degree 
feedback related to agile leadership and explored how to apply the theory to develop 
others and create high-performance teams. They were broken into small groups with 
coaches to reflect on the learnings and more deeply develop self-awareness. For the 
inter-modular work, team leaders were asked to bring their teams and bosses along 
with them on their journey by communicating their insights from the theory, as well 
as their deepened self-awareness from the 360-feedback and coaching. The coaches 
provided valuable support as the team leaders planned what insights to share and how 
to share them (see Fig. 10).

Fig. 10: TLP 2.0 Module 2 Program Design
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The third module returned to asynchronous learning. Julius Baer experts developed 
and shared content about the team leader role as the bank’s first line of defense and 
key insights into the regulatory and compliance pressures confronting the bank. As 
the role of ensuring compliance and holding regulatory boundaries can be fraught with 
disputes, this module also covered managing conflict effectively, which team leaders 
were assigned with applying back at the office.

During the fourth module on reflection, team leaders met with their small coaching 
groups virtually to reflect on their inter-modular experiences of sharing back at the 
office – both positive and negative.

In module five, the team leaders met face-to-face and explored external wealth 
management trends, leading teams and building cross-boundary collaborations. Again, 
coaching was essential. Each of the team leaders shared a current leadership challenge 
in their small coaching groups and received valuable, structured feedback that explored 
their strengths and weaknesses. An additional benefit of the smaller coaching groups 
was building a support network that extended beyond the program (see Fig. 11).

Fig. 11: Final Face-to-Face Meeting, Module 5
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Julius Baer provided the content for the sixth module, which was dedicated to performance management at the 
bank. IMD and Julius Baer co-created three videos representing distinct performance management issues to 
deepen participants’ performance management skills. The seventh module – an individual coaching session 
– helped team leaders reflect on and integrate the learning, as well as create a concrete action plan for going 
forward.

The program pushed me into a reflection 
mode. I have been reflecting on my 
behavior since the beginning. The 
practical approach helps me a lot.

For me it was absolutely the right thing at 
the right time.

The coach provided great input and 
challenged me where needed.

Excellent strategic overview of the client 
experience coupled with a hands-on 
approach to applying it to Julius Baer. The 
teaching has been superb along with the 
sessions with our coach.

Rich, relevant and practical program with 
many opportunities to learn and reflect.

Quotes: Cohort 1 participants Quotes: Cohort 2 participants

Over time, IMD and Julius Baer built a relationship of trust and transparency. Some challenging situations 
arose, but the team openly discussed and brainstormed solutions acceptable to both organizations. One 
example was that IMD underdelivered on the Leadership Community and Alumni Network due to unexpected 
resource constraints. After discussing a variety of options, the team agreed that a different provider was the 
best solution for managing it. Instead, IMD would regularly provide a variety of up-to-date webinars for alumni 
regularly.

By the end of 2020, six cohorts from Asia and Europe – 221 participants – had completed TLP 2.0 and IMD was 
running an additional four cohorts in Singapore and Lausanne. Three more are planned in 2021 and 2022.

Excellent coach 
who fosters high 
commitment 
and engaged 
discussions 
combined with 
good sense of 
humor.

TLP 2.0 AND BEYOND

The immediate impact was measured with evaluations at the end of each module using a five-point Likert scale 
(very poor, poor, fair, good, excellent). The first cohort’s average evaluation was 4.4/5, with the 32 respondents 
choosing only the “good” or “excellent” options. The second cohort’s evaluation was 4.8/5. Regardless of the 
evaluations, the team regularly modified the program content to either reflect external changes or changes at 
the bank. 

By mid-2019, TLP 2.0 was showing a significant impact: Team leaders were more agile and innovative; they 
were more aware of the external environment and understood the regulatory boundaries; they understood 
their changing roles; and a common language was beginning to take hold. Therefore, Julius Baer mandated 
IMD to help co-create a holistic and all-encompassing new leadership curriculum, consisting of similar 
development journeys for the bank’s managers, senior managers and aspiring leaders so that the common 
language and understanding of the issues could spread to all levels. All programs would cover the same 
content, but they would be customized to each level and emphasize the increased importance all leaders 
played in carrying out the bank’s overall strategy. The goal was to establish a systematic adaptive leadership 
approach for all levels of the bank.

Very good coaching during all courses. Very 
valuable input and guidance for the group.
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Leading through Engagement, Accountability and Passion (LEAP) 

LEAP targeted the bank’s senior leaders and took place over a three- to four-month 
period in both virtual and face-to-face environments. The content covered finance, 
innovation, performance management, changes in the external banking environment 
and what those changes meant for the kinds of leaders the bank needed, as well as the 
teams they would lead. As with TLP 2.0, self-awareness was a key part of the program, 
and the leaders were guided throughout by coaches (see Fig. 12). By the end of 2021, four 
cohorts will have completed LEAP.

Fig. 12: LEAP Program Overview and Block Schedule
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The engagement 
was fit for 

purpose and 
connected to 
the strategy. 

The techniques 
used were not 

only fun, but 
people brought 
them back. The 
programs also 

created a cohort 
network and a 

needed sense of 
urgency about 

how the changing 
environment 

means Julius 
Baer needs to 
change to be 

successful in the 
coming decade 

despite our 
current success.

Sandra Niethen

Chief of Staff

Best leadership program in my career. Very 
relevant content and great balance between 
networking, coaching, change management, etc.

Quotes from LEAP Participants 

I would be very happy to 
contribute as a speaker for the 
next generation of students.
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Reflect, Engage, Achieve, Change (REACH)

REACH targeted the bank’s aspiring team leaders and focused on expanding their 
understanding of leadership essentials. The topics covered were personality and values, 
managing power, how to deal with challenging conversations and working in teams. The 
two-module program was planned to be both online and on campus (see Fig. 13).

IMD used a variety of faculty on the three programs to expose leaders to a diversity of 
thought. To the extent possible, the same faculty were used in all three programs to 
provide consistency. As the same theory, tailored to each level’s particular needs, was 
taught in each program, the common language that was increasingly being adopted at 
the bank was strengthened.

IMD and Julius Baer also co-created several one-day booster programs for TLP 1.0 
alumni, which exposed them to the updated content and facilitated networking among 
the TLP 1.0 and TLP 2.0 cohorts.

Fig. 13: REACH Program Overview
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Working together to weather COVID-19

When COVID-19 exploded in mid-March 2020, governments worldwide implemented 
lockdowns, travel was disrupted, leaders were barred from campus and, if possible, 
employees in both organizations worked from home. IMD and Julius Baer had to quickly 
reinvent how they worked together to weather the resulting financial and operational 
challenges.

Together, they adapted the leadership programs to the new environment. IMD quickly 
and substantially upgraded its technology, thus, allowing it to convert the face-to-face 
modules into the innovative “liVe virtual” format, where faculty delivered content from 
IMD’s campus directly to participants joining from home. Everyone would have preferred 
to have the program on campus; however, despite this, Julius Baer was impressed with 
the speed at which the liVe virtual sessions were available and how well they worked. 

The bank also wanted to help leaders across the bank cope throughout the crisis. So, it 
asked IMD to conduct a separate webinar series that focused on leading during the crisis 
and resilience. The trusted co-creation relationship enabled IMD to develop the series 
using the common leadership language to support Julius Baer throughout the crisis.
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THE 
IMPACT

ORGANIZATIONAL IMPACT AND EXPANDED PARTNERSHIP 

As the IMD–Julius Baer co-creation journey unfolded, a trusting relationship developed
and strengthened and the bank’s strategy and external trends were linked to the 
context of individual leaders. As a result, the partnership evolved from updating a single 
program that targeted team leaders to becoming a key pillar of the bank’s leadership 
curriculum (see Fig. 14). In addition to a common language taking hold across the 
bank, the main impact of this engagement has been developing agile leaders at three 
key levels of the bank who are empowered to act in a fast-changing industry. They are 
more innovative and aware of the external environment and better able to monitor and 
enforce regulatory boundaries. And the partnership is expanding again: Julius Baer 
recently asked IMD to co-create another program for leaders reporting to the executive 
committee (see Fig. 15), which should be rolled out in autumn 2021.

Fig. 14: A Partnership to Build Julius Baer's Leadership Capabilities
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There is now a 
large demand 

for all sorts 
of leadership 

programs – 
self-awareness, 

resilience, 
mindfulness 

and autonomy – 
these key drivers 

of impact have 
increased.

David Schlumpf

Global Head 
Learning & 
Leadership 

Development

Fig. 15: Julius Baer–IMD Engagement 2018–2020 and Beyond, Building Leadership Capabilities
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CONSISTENTLY HIGH IMMEDIATE EVALUATIONS

In addition to the impact on developing the bank’s leadership curriculum and capabilities, 
the three programs had consistently high immediate evaluations (see Fig. 16).

4.
3

TLP 2.0
Immediate feedback: Five learning KPIs and program coherence

LEAP
Immediate feedback: Five learning KPIs and program coherence

Fig. 16: TLP 2.0, LEAP and REACH Immediate Evaluations
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AND MEASURABLE LONG-TERM IMPACT

Rather than depend solely on the immediate evaluations, IMD and Julius Baer surveyed 
TLP 2.0 and LEAP alumni to measure the long-term impact of the programs. Alumni 
from both programs were asked to what extent the programs had helped them develop 
as leaders; had they identified two or three key issues on which to work; and if yes, what 
issues did they identify, what was the strength of their commitment, and to what extent 
had they actually changed their behaviors?

The coaches were also surveyed about the changes they had witnessed. They were 
asked to what extent the participants were motivated to change their leadership styles 
and to engage in the coaching process. If participants had identified two or three issues 
on which to work, the coaches were asked to assess the strength of the participants’ 
commitment and whether they had seen any changes.
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TLP 2.0 and LEAP leaders were motivated to change!

The results from TLP 2.0 alumni indicated both the motivation and commitment to change (see Fig. 17). The key 
question for programs designed to change behavior: To what extent did participants actually change? While 96% 
of TLP 2.0 leaders were committed to change, those who changed was somewhat lower (88%). This difference 
is understandable – even with the best of intentions, change is hard. Research shows that returning to daily 
routines is an obstacle to implementing change, along with a lack of time.2  

TLP 2.0 participants...

...believed TLP 2.0 helped them develop as leaders.

Fig. 17: TLP 2.0 Alumni Impact Survey Results in 2017
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The leaders’ results were confirmed by the program’s coaches (see Fig. 18).

TLP 2.0 participants...

...were very motivated to develop their leadership style. 

Fig. 18: TLP 2.0 Coaches Impact Survey Results
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Almost 86% of LEAP alumni were highly committed to change (see Fig. 19). Their coaches confirmed the results 
(see Fig. 20).
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LEAP participants ...

...were very motivated to develop as leaders.

Fig. 19: LEAP Alumni Impact Survey Results
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LEAP participants ...

...were motivated to develop their leadership style.

Fig. 20: LEAP Coaches Impact Survey Results
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Interestingly, the two groups committed to different changes: TLP 2.0 alumni focused 
on delegation, empowerment and communication; LEAP alumni concentrated on 
stakeholder management, delegation, feedback culture and their peer relationships. 
Given their respective positions in the hierarchy, these changes align well with the 
leadership capability goals. 

In sum, Julius Baer and IMD engaged in a partnership in 2018 to co-create an updated 
program aimed at its team leaders. The engagement has evolved into a significant 
partnership to develop Julius Baer’s leadership capabilities across all levels of the 
bank. TLP 2.0, LEAP and REACH are responsive to the wealth management context and 
focused on enabling implementation of the bank’s strategy. Unlike many leadership 
programs, they support all elements of the bank’s strategy – including mundane 
subjects such as risk management, know-your-client, regulations, compliance, the 
code of business and ethics and employee engagement. This tight alignment between 
program content and the bank’s strategy is the reason the programs have succeeded 
and the overall engagement has expanded and continues to grow.

The shift to a more dynamic and 
bottom-up mindset adds up to a robust 

organization that adapts quickly in its core 
to the changing environment.

 Daniel Odermatt
Chief of Staff APAC

Before, leadership was seen as a hobby 
and we only sent people to training when 

the surgery went wrong. Now, we send 
them before so that the surgery goes well 
and leadership is considered the primary 

responsibility of the team leaders.

 David Schlumpf
Global Head Learning & Leadership 

Development

We broadened the scope of how people 
think to include both outside-in and 

inside-out views. This provides a 
stabilizing force based on a common 
leadership language that makes the 

organization more adaptive and better 
prepared for the future. 

 Tobias Murer
Chief of Staff Americas International and 

Deputy Region Head Americas

TLP 2.0 is targeted at the right level. 
Team leaders have a direct impact 

on the implementation of the bank’s 
strategy. The program also connects 

team leaders with peers from different 
areas of the bank which enhances 

cross-functional collaboration.

Board Member of Julius Baer
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REFLECTIONS

The success of TLP 2.0  was due to three key factors:  

 – The close collaboration between the two institutions 

 – The tight link with the wealth management industry and the company’s strategy

 – The ongoing innovation. 

The collaboration has been especially great – all parties are able to express their 
opinions without hesitation, and they carefully listen to each other. As a result, great 
ideas and approaches have emerged and deep trust and understanding have been 
created. 

For all programs, we involved experts from all sides and levels to bring the best 
expertise to participants. They included, but were not limited to, IMD faculty, coaches 
and learning managers and a broad list of Julius Baer guest speakers – including a 
board member.

Explicitly positioning TLP 2.0 in the context of wealth management and the company’s 
strategy went far beyond simply slotting the bank’s strategy into the program. Some of 
the challenges that led to the creation of TLP 2.0 went on to be formalized in the bank’s 
2020 overall strategy document. A favorite example is the strategic concept of “bring 
the whole bank to the client and the client to the whole bank.” One of TLP 2.0’s explicit 
goals and impacts was deepening the integration and collaboration of the front, mid- and 
back-office leaders. Seeing this explicitly stated in the 2020 strategy formulation was 
deeply satisfying.

And finally, innovation. We developed the seven-module, blended learning journey well 
before COVID-19 hit. The journey concept truly engages people and brings consistency in 
terms of message and learning. The mix of learning methodologies allows all different 
types of learners to fully engage. We developed Julius Baer’s specific asynchronous 
learning modules in the following areas: first line of defense, performance 
management, employee engagement and the code of ethics and business conduct. 
This collaborative, innovative approach enabled us to respond quickly and effectively 
to the impact of COVID-19 restrictions by creating a new webinar series and taking the 
programs into the liVe virtual format.
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The programs have helped develop a 
common language that is linked to our 

strategy across all levels of the bank. This 
is powerful because culture is one of the 

most critical competitive advantages of 
Julius Baer. The result of a good culture is 
threefold. First, it unleashes performance 

because employees are motivated to come 
to work in a positive environment. It is 

also the best risk management a bank 
can have because with fast-changing 

regulations you can depend on people to 
do the right thing. Finally, it creates “inner 

beauty” that makes the organization 
attractive for existing employees, new 

joiners, and clients.

Guido Ruoss
Global Head Human Resources

We invested in team leaders from the very 
beginning, by design, to create a scalable 

program that would have a long-term 
impact on the leadership culture of Julius 

Baer. In addition, we wanted the leaders 
to have for themselves, as well as for 

Julius Baer, a well-recognized leadership 
development certificate. The trust and 
collaboration between Julius Baer and 

IMD was crucial for developing the 
leadership curriculum.

Marianne Schenk
Global Head Leadership Development

Not only did all of these elements – co-creation, customization and innovation – create 
incredible impact in the bank, but going forward, they will also serve as core design 
principles for future custom programs.

The program with Julius Baer is one of the highlights of my more than 25 years in executive 
education. It was really something to develop and grow such a close collaboration and 

trusted relationship and to truly tightly link TLP 2.0 to the wealth management industry 
and the bank’s strategy. Finally, the level of engagement and support of the bank’s senior 

executives, frankly, was the strongest I have ever had on any program I have directed. They 
did not say, “Well if I can fit it in, I will do it.” No, they said, “When do you need me?” and 

then they made sure they were available.

 Robert Hooijberg
IMD Professor of Organizational Behavior and TLP 2.0, LEAP and TOP Program Director
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2 Hooijberg, R., & N. Lane. “Using multisource feedback coaching effectively in executive education.” Academy of Management Learning & Education, 8(4), 2009: 483–493.

Case prepared by IMD Research Associate Nancy Lane and Professor Robert Hooijberg. Editor Beverley Lennox. Designer Ivana Ramos.

https://www.imd.org/faculty/professors/robert-hooijberg/
https://www.imd.org/faculty/professors/alyson-meister/
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APPENDIX

THE IMD CO-CREATION PROCESS

OUR “BLANK-SLATE” APPROACH

When designing a program, we apply our blank-slate approach. IMD’s strong reputation for custom 
program design and delivery is the result of this approach.

We design each phase of the program based on your priorities and the organizational context within 
which the learning takes place. The final program design comes together through a creative, iterative 
process. 

As a consequence, we expect the design of the program to evolve during a structured engagement and 
development process.

Needs 
Analysis

Development – 
Detailed Design

High Level 
Design

Insights from any 
previous programs for 
the target population

Major 
recommendations for 

high level design

Insights from 
sector/industry analysis 
and business executive 

and L&D leader interviews

Detailed “program 
narrative”

Point of view on 
goals and objectives

Design philosophy 
and agreed design 

principles 

Agreement on impact 
measurements with timings

Proposed approach 
(format, content, learning 

methodologies)

Detailed learning 
journey

Final review 
and go ahead

Detailed design of 
components and red thread 
throughout the journey and 

all components
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CONTENT & THOUGHT 
LEADERSHIP

Up-to-date/relevant/rigorous 
and applicable content, tailored 

to client needs

JOURNEY DURATION & FORMAT
Multiple modules, systematic 

follow-up

Bringing in a rich variety of 
pedagogical tools, leverage 
up-to-date digital learning 
formats, gamification, etc.

CLIENT FOCUS
In-depth diagnosis of client and 

participant needs (expressed 
and unexpressed)

EMOTIONAL MOMENTS
Deliberate strategies for 

creating powerful emotional 
moments to anchor learning 

and support change

MOTIVATION OF PARTICIPANTS
Integration of motivational 

elements (rewards, constructive 
competition, peer pressure, etc.)

FREQUENCY OF INTERVENTION
Regular touchpoints to provide 
continuous input and challenge

FEEDBACK
Multiple sources: 

Peer-to-peer, 360- or 
180-feedback, faculty, 

coaches, etc

REAL WORLD APPLICATION
Application integrated into 
program design (e.g. action 

learning, experiential 
learning activities)

BONDING
Cultivating bonds and 

deepening trust between 
participants, as well as with 

the delivery team

EXCHANGE & SUPPORT
Peer learning within teams, 

organizational support

OUR DESIGN PRINCIPLES


