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As the seventh largest life insur-
ance company in the United 
States , the Nor thwestern Mutual 
has gained a reputation of having 
one of the finest sales organiza-
tions in the life insurance industry. 
There are approximately 3,500 
full-time agents represent ing the 
company. Each agent is associated 
with one of 113 general agency 
offices or one of the 275 district 
agency offices located throughout 
the United States . 

Since our field management per-
sonne l o p e r a t e as ind iv idua l 
en t repreneurs on a commission 
contract basis, they are given a 
great deal of flexibility in the way 
they recruit , train and supervise 
the agents in their agency. It is the 
responsibility of the Home Office 
Educational Division to provide 
the field with the best tools and 

"The acceptance of this audio-visual communication system as part of our 
training program has been beyond our original expectations . . 
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"With the high cost of production 
work and consultation fees on the 
outside, we organized our own pro-
duction facility in-house . . 

programs possible. We feel this 
agency system has paid off since 
our agents consistently rank high 
in the number qualifying for sales 
achievement recognition as well as 
educational a t ta inment . 

The Problem 
In 1968, a new and innovative 

sales training program was intro-
duced to our field force. It 
incorporated a multimedia package 
for training agents in the use of our 
" P l a n n e d I n c o m e s " p r o c e d u r e . 
This is a comprehensive method of 
selling life insurance using a pro-
grammed personal need approach. 
The training course used many 
creative items including a wooden-
block model of the sale, stick-on 
labels, memory pegs, mnemonics, 
audio-cassette instruction and pro-
grammed learning material. 

The training program which we 
developed proved to be very ef-
fective, but it also was not without 
problems. The kit contained way 
too much material . It was cumber-
some to work with. It was very ex-
pensive to produce and was diffi-
cult to administer . Because of 
these problems, the agents became 
bogged down in the training pro-
cess and they lost sight of the in-
t e n d e d o b j e c t i v e s . I t b e c a m e 
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apparent that we had to seek other 
solutions and yet provide the kind 
of t raining desired. 

Since the new training kit was 
very innovative and extremely im-
aginative, it was not accepted by 
some of the "old-timers" who were 
not used to such a depar tu re from 
t h e c o n v e n t i o n a l a p p r o a c h to 
t raining. The program contained 
such a t remendous amount of 
information tha t we suffered from 
"overkill." Many of the t rainees 
found tha t it was much too time-
consuming and some were over-
whelmed by all of the material in 
it. 

Since the kit incorporated a 
large number of different items, it 
was expensive to produce. Making 
r e v i s i o n s a l so b e c a m e v e r y 
expensive. The logistics of assem-
bling the kit and maintaining in-
ventory was a headache. Our 

supp ly d e p a r t m e n t found it 
d i f f i cu l t to a d m i n i s t e r t h e 
ordering, purchasing, stocking of 
items and assembling the kits for 
shipment. The cost of shipping also 
was a problem. These and other 
factors caused us to reassess our 
thinking concerning the methods 
employed in providing this train-
ing. 

It was also apparent that some 
of our field management personnel 
were be t t e r equipped to do certain 
kinds of training than others . For 
example, many of our general and 
district agents have been very suc-
cessful salespeople in their own 
right. As a result , some were very 
good at providing sales training 
but they were not as good at carry-
ing out the basic educational pro-
grams or satisfying other needs of 
their new agents . The more rou-
tine functions which were repeti-
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tive by nature were the most diffi-
cult for the majority of general 
agents and district agents to 
handle. This caused concern since 
it led to cutting corners and 
avoiding some of these functions 
when new agents joined the team. 
It was decided tha t something had 
to be done to solve the problems 
mentioned concerning the Planned 
Incomes training program and also 
solve the problems described in 
providing the more routine educa-
tion and training programs con-
ducted by the field management 
personnel. 

The Solution: A/V 
By 1971, we were firmly con-

vinced tha t there was a need for us 
to move in a new direction. Ex-
tensive research and experimenta-
tion were conducted to evaluate 
training media, various hardware 
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systems, as well as countless "off-
the-she l f educational and training 
programs. We became convinced 
that there were great advantages 
to using an audio-visual format for 
some of the things we wanted to do 
and we explored the possible use of 
video installations in each agency 
office. We also evaluated various 
filmstrip as well as audio-tutorial 
sys tems as possible alternatives. 
Each had its own distinct ad-
vantages but cost considerations 
and other factors in our situation 
prohibited some choices for the 
time being. 

It was at that point tha t the 
Norelco Company announced the 
new P IP (Programmed Individual 
Presentation) machine. We looked 
into the possibility of using this 
equipment and we viewed a dem-
onstration of an early prototype 
model of the equipment. This 
equipment offers some unique ad-
vantages which seem to provide us 
with the solution to many of our 
problems. In December, 1971 we 
announced to our field the avail-
ability of the PIP equipment and 
converted much of our training 
material to this format. 

Initially, we decided to use this 
audio-visual system because it 
offered many of the advantages we 
were looking for, including the use 
of combined sight and sound. Our 
first programmed individual pre-
sentation was the Planned Incomes 
Program which was described 
earlier. The complete kit was re-
duced to film and audio tape along 
with a binder containing supple-
mental trainee materials. 

Advantages 
The PIP system has its own pri-

vate viewing screen and it utilizes 
a compact visual cassette contain-
ing super-8 millimeter film and a 
s tandard audio cassette. The ma-
chine is easy to operate and it can 
present a number of subjects in an 
interesting way. 

We took the best of the training 
material in our Planned Incomes 
Program and added full color to 

the ar twork. It was then photo-
graphed in 35mm slides and con-
verted to the super-8 filmstrip 
form. Other training materials 
were also incorporated on the film-
strip, but the complete kit now 
took a reusable format whereas in 
the original version each kit was 
used up by each trainee. 

What were the other advant-
ages? It was very inexpensive for 
us to put the program on film and 
audio tape. The training program 
could be used over and over, thus 
fur ther saving expenses. It was 
compact and easy to control. We 
e l imina t ed the need fo r an 
inventory of bulky and numerous 
items which were previously in-
cluded in the training kit. The vis-
ual format, reinforced with audio 
instruction, proved to be very 
effective. Therefore, we eliminat-
ed many of the obstacles which 
were encountered in the use of the 
original Planned Incomes Program 
and it was enhanced with fur ther 
advantages using this media. Also, 
because the machine was modern 
and different, it stimulated a great 
deal of interest which led to in-
creased activity and participation 
in this study program. 

The P IP audio-visual communi-
cation system provides unique ad-
vantages for our particular situa-
tion. There are, of course, the ob-
vious teaching advantages of an 
audio-visual format. With a picture 
being worth a thousand words and 
this system providing the oppor-
tunity for 3600 pictures on each 50-
foot super-8 film cassette, it is a 
powerful tool. The audio instruc-
tion reinforces the visual image 
and the pulsing for the machine is 
recorded on a separa te track of the 
audio tape. 

This combination of separate 
film and audio casset tes provides 
for the flexible advantage of a var-
iable speed, all the way from a 
single f rame at a time to as many 
as 32 f rames per second. We can 
t h u s ut i l ize a conven t iona l 
filmstrip format or include full mo-

42 Training and Development Journal, December 1975 



tion pictures as well as animation 
sequences. This allows for an ex-
citing and interesting presentation 
that is unique and different. 

We have also found that this for-
mat lends itself very well to the 
presentation of programmed in-
struction material. For example, 

teaching an agent how to complete 
an application form can be easily 
and effectively accomplished. We 
can now provide programs of the 
routine and repetitive nature on a 
self-instructional basis. This saves 
the time and avoids the frustration 
of our field management personnel 
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who were burdened by this chore 
previously. 

Another advantage was the in-
expensive nature of the hardware 
and the comparative ease with 
which the material can be pro-
duced. The machines had an 
original cost of approximately $375 
each, which was an investment on 
the part of each individual agency 
office and not an expense of the 
company. With the high cost of 
production work and consultation 
fees on the outside, we organized 
our own production facility "in-
house," and we now do all but the 
film lab work. We utilize the talent 
of our on-the-job company pho-
tographer and his assistant for the 
photographic work. We also use 
the talents of our company art ists 
and forms people for layout and 
design work. The sound work is 
done in our own facility which is of 
very modest proportions but ade-
quate for our needs. Assistance is 
provided by the Communications 
Division in the production of the 
sound masters and the tape dupli-
cation work . Of ten we use 
company employees for the sub-
jects in our pictures and for the 
narration on the soundtracks. Oc-
casionally, we hire professional 
voices for some of the soundtracks. 

All of the production aspects of 
this system are coordinated by one 
full-time staff person with an as-
sistant. All others mentioned are 
used on an occasional, as available, 
part-time basis. We estimate the 
average production cost for devel-
opment of a single program of less 
than 30 minutes in length to be 
somewhere between $1,000 and 
$2,000 depending upon how elab-
orate each program is. The cost for 
producing the copies of each pro-
gram including all parts is as fol-
lows: the visual cassette is approx-
imately $2.75 with the film cost 
around $4. The audio cassette, 
using our own high-speed duplicat-
ing equipment, costs less than $1 
per cassette. Adding the cost of 
labels, assembly and shipping, we 
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have found the actual total cost to 
produce a visual casset te and audio 
tape to be less than $10. 

We currently have over 250 P IP 
machines in our agency offices 
with at least one located in prac-
tically every general agency and 
machines located in most of the 
larger district agency offices as 
well. This makes it possible to 
amortize the cost of the develop-
ment of the program over a pro-
duction run of 200 to 250 copies. 

In evaluating the use of such a 
system in your organization, you 
should consider development re-
sources and costs, production 
capabilities and expenses and the 
number of outlets tha t will use the 
programs you provide. This will 
help you determine the cost-bene-
fit rat io and the justification in 
making the choice. 

Another benefit of this decision 
to use this system was the fact tha t 
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we now experience standardized 
training going to all agencies. 

We have now developed a num-
ber of programs for our specific 
needs. We have also converted a 
significant number of motion-pic-
ture films to the P IP format. This 
is done by selecting certain f rames 
from the motion picture film either 
on an individual f rame basis or in a 
series. Doing this we can re-create 
the entire presentat ion mixed with 
single f rames and motion-picture 
sequences, breaking up the pre-
sentation so that it is not t iresome. 
The entire soundtrack remains in-
tact on the audio tape. Using full 
motion picture speed there is 
about a th ree minute maximum 
capacity on a 50-foot super-8 film. 
But using a mixture of single 
f rames and motion combined gives 
you a limit of 30 minutes on the C-
60 audio casset te . Currently, we 
have converted approximately 30 
motion picture films to the P I P for-
mat and we have also produced 20 
additional programs covering a 
variety of subjects. A synopsis of 
our P I P programs accompanies 
this description. 

The Results 
The acceptance of this audio-

visual communication system as a 
part of our training program has 
been beyond our original expecta-
tions. We have found the agents 
look upon this method as a modern 
way to learn and it is unique and 
different so tha t it is not classed 
with other teaching or entertain-
ment media such as is the case of 
conventional tex t or programmed 
instruction material or television 
programming. 

The machines are compact and 
sufficiently portable to allow the 
training media to be t ranspor ted to 
an individual as needed. The cas-
se t tes are also compact and easy to 
store. 

The Larry Wilson Counselor 
Selling Program is an example of a 
program which was in an audio-
v isua l f o r m a t o r ig ina l ly . We 
converted it to the P IP format and 

it has worked extremely well in 
our situation. This meant our 
agencies, which each had a P I P 
machine already, did not have to 
buy other equipment to use this 
program. We have found tha t the 
field management personnel like 
PIP as an aid to their training pro-
gram. As long as it is not used to 
replace the individual face-to-face 
training but merely to supplement 
it, the results desired are being ob-
tained. 

As one of the first companies to 
use this new system, we were 
among the pioneers in the develop-
ment of programs for it and we had 
to learn as we went along the way. 
Originally, we also experienced 
some difficulty with the machine 
from a mechanical standpoint, but 
most of these problems have been 
largely overcome at this point in 
t ime. Fur the r improvements in the 
mechanical aspects of the equip-
ment and experience in production 
of programs have made the P I P 
system an integral part of our 
training program. Perhaps the 
most significant problem facing us 
now is the demand for more pro-
grams and the great desire to pro-
duce the multi tude of programs 
being requested by the field. We 
look upon this demand as an excit-
ing challenge and an opportunity 
for us to fulfill a need in an effec-
tive way. 

Although PIP may not fit all or-
ganizations or situations, in our 
circumstance with the number of 
agency offices spread throughout 
the country, it fits our present 
needs very well! USEUUU 
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