
 

 
  

 
 
Hi it’s Michael Katz and welcome to Pricing Your Professional Services. Over the next hour or so 
we’re going to talk about a number of concepts to help you price and package the things you do 
more effectively. First, let me tell you a quick story that has to do with Halloween. 
 
Now, I have to say Halloween is one of my favorite holidays. I love that you get to walk down the 
street and knock on any door and just kind of look into all those houses and meet some people you 
don’t know. I have to tell you though that when my kids were little it caused something of a 
problem. 
 
The problem we had was when the kids were in the eight to ten range. I’ve got three kids and our 
problem was sugar intake regulation. We live in a great neighborhood for Halloween. In fact, it’s so 
good that people who don’t even live there drop their kids off. It’s big, there’s no traffic and, very 
important, the houses are not too far from the road so if you’re a kid looking for a candy bar, you 
don’t have to walk a long way. 
 
The problem we had, though, was the kids would come home with a ton of candy. One year my kids 
came home collectively with 385 pieces of candy. Now, when the kids were little, we had a rule 
which was one piece of candy per day and that worked out okay because they didn’t count that well 
and the fact that a lot of it was gone by Thanksgiving didn’t arouse their suspicion. 
 
We actually would give it to our dentist who, believe it or not, collects candy for kids and gives it 
somewhere. It increase business I guess. But as the kids got older it got to be more of a problem and 
the candy was around forever. Plus, even though the rule was one per day, you know, you’d find a 
bunch of wrappers in someone’s bedroom because one of the kids would be sneaking them so it 
really was a problem. 
 
Eventually, we came up with a simple idea: all you can eat for a week. You could have all the candy 
you wanted all day long and I have to say that this switch made a huge positive difference in 
everybody’s Halloween experience. 
 
Number one, we didn’t have to keep track anymore. I got out of the candy police business. It used 
to be we had to worry about who was eating their candy. Did you have your piece or not today? 
People hiding it – all that kind of stuff that went away for my wife and I. 
 
Number two, we didn’t have to keep negotiating; so even though the rule was one piece per day, you 
know, if somebody had a snickers bar like this and somebody else had a smarties, you know, one of 
the kids would be like well, you know you should really be able to get three smarties for one 
snickers. We were constantly negotiating the candy monetary standard. That went away. 
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Number three, it was like we were sort of on the same team now. What I mean was prior to this the 
Halloween experience was really positive right from when we picked the pumpkin, carved the 
pumpkin, costumes, go out that night until we got back home because as soon as the candy got back 
in the house it was like the kids and the parents went to their separate corners and it became this 
ongoing battle over the next several months. Well, that went away too. 
 
And then, finally, and maybe most important of all, my kids actually got a sense of what it feels like 
to eat too much candy so they actually got smarter relative to candy. The reason I mention this is 
because my approach to pricing as a solo professional follows the same rule. 
 
I’m not counting every piece. I’m going with an all you can eat model and as you’ll see there are 
many benefits to me and my clients of moving to flat fee pricing, which is really a key message of 
what we’re going to talk about today.  
 
Here are the main ideas for today – the three big ideas of this program: (1) I want you to think about 
breaking the connection between your time and effort and the amount of money you make; (2) and 
this is a function of number one: focus on the things you’re exceptionally good at and (3) because 
this is true of almost all solos I meet - you’re not charging enough money. I want to give you some 
encouragement and some evidence and some tactics relative to raising your prices. 
 
The program is divided more or less into what I think of as conceptual stuff and then we’ll get into 
practical and tactical. Now, to me you need the first part in order for the second part to work more 
easily so for those of you who are more like “tell me how to do it” oriented, we will get to it, but I 
find it’s very helpful to have a framework that makes sense as well. Bear with me if you’re more 
oriented towards the hands-on kind of stuff. 
 
I want you to think about a few different people and occupations and the question I’m going to ask 
you about all of them is how do they charge? This woman is an attorney. How does an attorney 
charge? In most cases, it’s by the hour. Your doctor though doesn’t charge by the hour. 
 
For example, if you go to your dentist and you get a root canal, they don’t say well, you know, I 
think it’ll take like three hours and I charge $350 an hour so we’ll see how it goes. He or she will give 
you a flat fee price and that’s how doctors generally work. 
 
How about a real estate broker? Real estate brokers almost always charge as a percentage of the 
value of the house – 4%, 5% or 6% of whatever the selling price is, which if you think about it 
actually makes no sense at all. 
 
Why should it be tied to that number? In fact, I had a real estate broker on one of my calls who said 
not only does it not make any sense, but the more expensive houses are easier to sell so it’s sort of 
the inverse of what it ought to be in terms of effort.  
 
Freelance writers traditionally have charged on a per word basis.The standard has been $1 a word 
because the math is easy to do. Now that makes no sense at all again because it has nothing to do 
with the value. In fact, it’s harder to write something really good that’s shorter than longer.  
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How about this guy who you all may recognize. David Ortiz of the Red Sox so how does a 
professional athlete get paid? He gets paid today as a function of how well he did last year because 
he’s got a guaranteed contract. 
 
So the reason I give you these different examples is to suggest that with just a few exceptions, the 
way we all charge is a function of convention. It’s the way everybody else in our industry does it and 
so that’s the way we do it too. 
 
You don’t have to do it that way. In fact, your pricing, if it’s different than your competition, can 
actually differentiate you. There’s a law firm in California that does flat fee divorces. Now, they do 
have some rules about it and we’ll talk about drawing lines and rules as well, in their flat fee. 
 
If it goes to court, or to trial, they go back to hourly, but sort of a standard out-of-the-box divorce, 
flat fee.  What’s interesting to me is their pricing is actually a marketing tactic. It differentiates them 
regardless of how good they are as attorneys. You might have the same option and I can almost 
guarantee that the way you price is a function of what other people in your industry are doing. 
 
I want you to realize that you have more flexibility than you may know and we’ll talk about some 
examples. In terms of how pricing kind of lays out – here’s how I think of it. It’s kind of a 
continuum. What I mean is the further to the left you are, over here, the more it’s a function of time. 
 
For example, my brother who’s an attorney, he’s here. He charges in tenths of an hour – every six 
minutes. That’s how he’s charging. The clock is always ticking. As you move further to the right, it’s 
still time dependent, except for the last one, which we’ll talk about – project, but the chunks are kind 
of different. 
 
If you charge on an hourly basis, okay, you’re not doing fractions of an hour. People who so often 
charge daily – yes, it does suggest that there’s about eight hours involved in there, but people aren’t 
tracking that to the minute either and people who charge on a monthly or retainer basis – well, yes, 
there is time involved more or less, but again it becomes looser as the chunks become bigger until 
you get all the way to the side on the right here where you’re charging by the project. 
 
What I want you to think about is moving as far to the right as possible. The idea is that you’re 
separating your compensation from your time or effort because as we’ll talk about it’s not good for 
you and your clients don’t care anyway. They don’t care how hard or long you work. They want a 
particular thing and your job is to deliver that and if you can do that for a price they’re happy with – 
everybody’s happy. 
 
Let’s talk about some of the kind of nitty gritty here in terms of how it plays out. This is why hourly 
is bad for you as the provider. Number one, there’s overhead. So my brother the attorney, in 
tracking his time, is creating work for himself. Every time he does work he’s building in more effort 
because he has to track the minutes. If you move away from hourly and charge flat fee you don’t. 
 
Let me say by the way also that if you’re not charging hourly and now I’m talking about charging flat 
fee, that’s a big jump. The nice thing is you don’t have to go all or nothing. You don’t have to say 
tomorrow we’re going to go completely flat fee and we’ve been going hourly until then. It can be 
done incrementally. 
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You can do some things on a flat fee basis - like those divorce attorneys I mentioned – while 
continuing to charge for other things hourly. But I want you to think about moving away from this 
clock dependent thing. 
 
The second thing is - and this is always a problem for me because a lot of what I do is writing – it 
was never clear to me what counted. So for example if I’m running in the morning thinking about a 
client project, do I charge them? If I’m driving to see them, does that count? I charged hourly for 
the first year or two that I worked on my own and there was always that question of what counted. 
 
Number three is that the better you get the less money you make. So I did e-mail newsletters for 
about ten years and what I found was when I first started out I was charging hourly. A year later I’m 
doing better work because I’ve got more experience and I’m faster and I’m actually making less 
money per job because it was tied to time. 
 
The last thing is kind of subtle, but I think important. When you charge hourly your clients are less 
inclined to shoot the breeze with you. Now that matters. For me, first of all, because I like shooting 
the breeze with people, but even more important people when they think the clock is running don’t 
take the time to talk to you much. You don’t know as much about their business so they don’t give 
as much of it to you. 
 
I have a terrific accountant and I have a terrific attorney. They both charge hourly; however, my 
accountant, if I drive by her office, will invoice me. So when I talk to her on the phone it’s very fast. 
Hi, how are you. I got a quick question. Because I know I’m getting a bill. 
 
My attorney doesn’t. Those quick questions – never get invoiced. The interesting thing when I look 
back over the last 15 years that I’ve worked with both of them, the attorney has had a lot more of 
my business because she knows a lot more about it and me because the clock’s not always ticking. 
 
The fact that clients share less when you charge hourly means you actually get less of their business 
going forward. If you’re charging on a flat fee basis, it’s much easier to get into this consultative 
relationship with them, which is better for you than just somebody who they see as doing work for 
hire, for time. 
 
A lot of people when they think about hourly are always concerned with how much… you know 
being billable. What I’ve found is that it doesn’t really matter how much money you make per hour 
– at least this is how I look at it. See if this applies to you as well. 
 
 
This kind of very amateurish diagram is my view of the economics of my business – it’s a see-saw.  
On the right side here is what I think of as the money machine – my business trying to create money 
and on the left side all the stuff I spend money on – car, beer, kids’ education, dancing with a 
headless woman – that kind of thing. 
 
That’s my life on the left. On the right is the money I need to make to support it. I live in a monthly 
world. My mortgage is monthly. My office rent is monthly. My health insurance is monthly. I don’t 
actually care how much money I make even per day let alone per hour. If I can make all the money I 
needed in one day for the whole month that’s fine. I bet your life is like that too. 
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This concept of having to monetize every hour, which I find is what happens when you’re charging 
by the hour really doesn’t line up with your reality. When you charge on a flat fee basis what 
happens is you make more money on some clients and you make less on others because different 
people take different amounts of your time, but again who cares. 
 
As long as it evens out, which it does over time, I don’t care if some clients are “more profitable” 
than others. I move away from this concept of ewww I lost money on that guy, which you’ll hear 
people say. They don’t mean they actually literally lost money. 
 
What they mean is the amount of work involved had they been charging hourly was less than some 
number that they had come up with for their hourly rate, but I don’t care and I bet you don’t either. 
As long as somebody else is making up the difference, it’s fine.  
 
From your clients’ perspective, hourly’s not great either. First, because they don’t care how hard you 
work. This was a hard adjustment for me having been someone who worked until I was 40 at a job. 
 
Work effort and face time and just in general how you looked mattered. Clients don’t care about that 
and that’s a big switch if you’re not used to working as a solo. They want a result. Secondly, there’s 
uncertainty particularly if your clients are small businesses and solos. The concept that they’re not 
going to know what it’s going to cost to hire you is very unsettling. 
 
When I hired that same great attorney to incorporate my business 15 years ago, I remember when I 
got her invoice standing there opening the envelope thinking okay if it’s less than $1,000, I’ll be 
happy. If it’s over $1,000, I’ll be unhappy. If she had just said to me here’s what it costs. 
 
Even if she had said, you know what $1,200 I would have felt better because I wouldn’t worry about 
the clock. Now, she’s done enough incorporations of solo professionals to know more or less what 
it’s going to cost. Again, some people it could take more time, but some people would be really 
quick. She would remove the uncertainty. 
 
Uncertainty keeps people from hiring you. It keeps us from buying anything. If you can remove as 
much uncertainty as possible makes it easier for people to move ahead.  
 
The last reason this is bad is your clients don’t like negotiating and dealing with money any more 
than you do. If you charge by the hour, now they have to review your invoices. They have to make 
some determination does this seem reasonable – all of that stuff goes away if you’ve agreed on a flat 
fee. The focus becomes on the work as opposed to how much effort was involved. Now, there are 
some things you need to be concerned with when you charge flat fee. We’re going to talk about that. 
 
There are benefits, though, that are important. Again, as we said the faster you work the more 
money you make. Second, unlike my brother, Al, you don’t have to track it anymore. Third, there’s 
no limit to how much you can make; even if you’re charging $300 or $400 an hour there’s only so 
many hours in a day. There’s a limit. If you charge on a flat fee basis, the limit is only the value that 
somebody thinks whatever you’re doing is worth, so the sky is the limit. 
 
Next, this goes back to the Halloween thing. You and your client are on the same side of the table. 
What I mean is although I know you’re not padding your bills by putting more time on than you’re 
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doing it’s still a tug of war between you and your client. You make more money if the work goes 
longer. They pay more money that way and vice versa. 
 
You’re not on the same side of the table in terms of your compensation. When, on the other hand, 
you both agree on a fee, now you both want the work done well and as quickly as possible. It 
removes that money struggle that’s always there. 
 
Then the last thing is this idea that it’s a one time conversation. For example I have a client. It’s two 
guys who own like a 20-person health care recruiting firm in the Boston area and I write for them 
three, maybe four times a year, kind of a white paper information thing that we work on and then 
they send it out to their own clients. 
 
We agreed on the price of this in 2007 when they first hired me. We haven’t talked about money 
since. They call me. They say come on down. We’re ready to do another one. I drive over there. We 
talk for a couple hours. I write it. I give it to them with some changes. They say great. I send them 
an invoice. We’re done. 
 
The money conversation happened in 2007 so again there’s no struggle here. It’s all about getting 
the work done well to their satisfaction, which is really what you want your work to be in terms of 
working with a client because of the flat fee. 
 
There are some risks; however. First there’s this idea of scope creep so you have to be careful that if 
you say flat fee well what’s the definition of the thing you’re doing for that fee? You have to have 
some rules. It’s actually similar to when you go into a restaurant that literally is all you can eat. They 
have rules – you can’t take the food home. You can’t feed anybody else at the table. You need to 
have lines as well related to that. 
 
That may be this is the deliverable. When I did newsletters it was like when we launch your 
newsletter that’s the thing. When I write something like I just described for the health care guys, 
when we launch that they’re done. Sometimes it’s time-related. You might do a program that says I’ll 
work with you for three months – here’s what you get. 
 
You do need to have boundaries and I’ll give you an example in a minute because if you say all you 
can eat for a flat fee it can go on forever. Let me show you an example of a program that I offer and 
notice a couple things. There are boundaries in here. Look at this – you get seven one-hour calls 
with me. I don’t think I’ve ever had a one-hour call. 
 
They always go over and you know what, I’ve had 12 or 15 of these sometimes with people, but 
because I put a boundary in if I ever had a problem, I could point back to this so what I like to do is 
to under promise in the sense that I say here’s what you get even though you get a lot more, but 
again I’ve put something in here to have some limitations. I say down here 60 days of availability for 
follow-up questions. 
 
You could call me in six years, if you were a client, and I’ll still talk to you, but by saying 60 days 
there’s an ending. You have to make sure if you’re going to offer flat fee that there are limitations. 
Again, it could be on the deliverable itself, it could be on the time frame, but make sure it’s not just 
open-ended or that could become a problem. 
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Other constraints – it’s hard to flat fee something you haven’t done before because you don’t know 
what’s involved. My attorney could do incorporations – she’s done a million of them. I can do 
newsletters – I’ve done a million of them. You’ve got stuff like that too. 
 
Don’t think that you have to again take your entire business and just make it happen tomorrow. 
Start with something you’ve done many times. Maybe you do an assessment at the beginning of 
every project – you could charge a flat fee for that. Maybe you do something that you write – some 
kind of deliverable like a project plan or depending on whatever it is you do for work. 
 
Come up with a flat fee to start with that thing that you know you do all the time with your clients. 
Again, the range of work and time could be somewhat broad, but you probably have a sense of 
something like that, that you’ve done before what it’s going to be and again as long as you charge 
high enough it doesn’t matter if some people take a day and some people take a day and a half and 
some people take a half a day. 
 
You’re trying to charge enough that it’s irrelevant to you because again back to that seesaw you 
make more from some clients, you make less from others – it doesn’t matter because your life is 
probably monthly. 
 
Now, by the way, I’m not suggesting when I say flat fee that you are simply trying to guess how 
many hours would it be at whatever you think your rate is and that’s the price so if your rate was just 
to pick a number $100 an hour and you thought this would take ten hours, you’d say oh, $1,000. I’m 
not suggesting that at all. 
 
What I am suggesting you do is get the price to $2,000 and then $3,000 so the amount of time 
involved really is disconnected and frankly if your clients were able to do the math on how much 
work you did, they’d feel like it was too expensive on an hourly basis. The sky is the limit. You can 
raise your prices to whatever people find valuable and as we’ll talk about in a minute, part of that 
comes down to doing the right thing and finding the right clients for you because it varies. 
 
Third thing – people are concerned what about that guy who calls you all the time. You know you 
offer flat fee and he’s calling you and calling you and you know what I’ve never met that guy. 
 
Now, maybe because it’s I like to shoot the breeze more than my clients, but what I have found is 
that people don’t want to waste your time. You know if you get a flat fee for someone to paint your 
house you’re not trying to get the painter to hang around as much as possible. You both have the 
same objective – get the job done and go away. 
 
The same thing here – this I think is a myth. Yeah, you have to be careful about who you choose for 
clients in general, but this idea that all these people are going to be calling you up all the time, I’ve 
never had that happen. The fourth thing is you’ve got to make sure what you’re selling is something 
you’re really good at. 
 
If I’m going to offer you flat fee, I need to make sure you’re going to be happy pretty quickly. That’s 
how I make the most money so I’m a good writer. When I say to those guys that I mentioned – the 
health care guys – I’ll write this for you flat fee. Well, I know when I write it there’ll be a few 
changes then we’ll be done. 
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I mean after this much time together it’s so smooth that it’s very profitable for me. I wouldn’t say 
flat fee for someone if it came down to say fixing their car because it would take me the rest of my 
life. What’s inherent in this whole concept of flat fee is you need to be selling the stuff you’re really 
good at, but you know what that is. 
 
What I want you to do is to take advantage of the fact that the people who love you and think you’re 
great are happy to pay more for you. They’re happier because they’ve got you and you’re happier 
because you’re doing work that you’re particularly good at. Here’s a question that I received from 
someone – take a look at this. 
 
Here’s somebody whose saying hey, I like the idea of flat fee and all that, but when I give them this 
big price, you know $25,000, they just sort of flinch at the whole thing and it doesn’t work so let’s 
talk about this idea of value and what things are worth because my belief is that it’s very subjective. 
 
Quick quiz here – musical quiz. Who’s this guy? Yes, I helped you cheat – Bruce Springsteen 
because his name’s on the bottom left, but I know you would have known it was him anyway. 
Here’s my question – what is a ticket to a Bruce Springsteen concert in the front row worth and I 
would say that the answer is it depends. 
 
For example, Springsteen on one of his tours not long ago said that no ticket would have a face 
value higher than $100 so you could say well, the value of a Springsteen ticket is $100. The thing is if 
you took that same ticket the night of the concert out on the street you could sell it for possibly 
thousands of dollars if you had a good seat so you could say well the value of a Springsteen ticket is 
thousands of dollars. 
 
If, however, you offered a Springsteen ticket to this young lady, my mother, even if you bought her 
lunch and took her there in a limo her answer would be not interested. To my mother the value of a 
Springsteen ticket is zero and so the reason I mention this is because people are very concerned that 
they’re charging too much, but what I’m saying is that there is no objective level of what the 
definition of too much is. 
 
It could be nothing or it could be thousands of dollars or anything in between. Your job – and this 
may be a slight exaggeration, but I think it’s pointing in the right direction is to find your 
Springsteen fans – the people who see you as irreplaceable. I mean if Springsteen gets sick they 
don’t bring in the Springsteen understudy. There’s no concert. That’s what we’re looking for in 
terms of the people we work with. 
 
We want people who see us as having no alternative. It’s not just well you’re $100 an hour and he’s 
$95. I’m just going to go with him. Those people – the tire kickers are not the good clients. You 
want the people and you’ve got clients like this already who think you’re fantastic. The key is to get 
more people like that and raising your price actually increases the likelihood of having people like 
that. 
 
The more you charge – the more you filter out the real tire kicker bargain hunters. Those are not the 
good clients. The people who are left when you raise your price are the Springsteen fans – your 
Springsteen fans. They’re happy when you do the work and you’re happy doing it. That’s what you 
want – more people like that so we’ll talk about that some more also in a minute. 
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In case you’re concerned that your prices are too high by the way I’d like to bring your attention to 
this guy. His name’s Michael Neal. Seems like a wonderful guy – I actually don’t know him. He’s a 
coach, in fact, his Web site is www.SuperCoach.com and I got on his newsletter list somehow. 
 
One day I got an e-mail saying he had an opening for some one-on-one coaching. Now, he doesn’t 
do a lot of it, but he had an opening and I clicked just to see how he presented the whole thing. I go 
to his Web site and I find this page. 
 
This is what he charges – look $65,000 per annum, I’m pretty sure – annum means per year -- 
$65,000 to work with him one-on-one. This is my favorite part though. You can also buy his time on 
an hourly basis $1,500 an hour, but two hour minimum because you know I’m not picking the 
phone up for less than $3,000. 
 
Here’s the point. Is he worth it – I have no idea, but if you think your prices are too high I bet 
you’re nowhere near Michael Neal, maybe he never even sells anything at this price, but when you 
see this don’t you kind of assume he’s really good at what he does? 
 
Again, maybe he is – I don’t know, but your prices are not anywhere near the top of what’s possible. 
Remember you could lose half your clients if you doubled your prices and you’d stay whole except 
you’d have a lot more time in the day. This idea of raising prices – while I know it’s scary; it’s an 
important part of kind of moving up. There’s a lot of benefits to raising prices. 
 
Another question I got – take a minute. The idea here is that in terms of charging flat fee there is no 
hourly rate. If someone says to me what’s your hourly rate or hey, we want to do it by the hour, I say 
I don’t work by the hour and again there are some people who go away, but what I find is it’s better 
for them. It’s better for me. 
 
The right clients for me are fine with this, because there’s benefits for both of us, but here’s kind of 
how I think about it. In fact, I would argue that this is the most important slide in the whole 
presentation so pay attention to this one. This is what I think of as moving up the ladder so let me 
use myself as an example because I’m right here. 
 
I did e-mail newsletters as my main thing for probably ten years when I first started working on my 
own and when I first began I did what I call eNewsletter Mechanics and what I mean is it was back 
in the days when people were trying to figure out spam compliance and how long should the subject 
line be and what was the right time of day to send an e-mail and all that kind of mechanical stuff to 
sending a newsletter. 
 
That’s really what people were paying me for to do that and that was okay, but what I noticed after a 
while was my best clients were people who said and by the way I have two people who’ve said this 
to me almost word-for-word within the course of a couple of days and so it kind of dawned on me. 
 
They said you know what even if we had never launched the newsletter the process you took us 
through to get clear on who our audience was and our voice and what we believed in and all that 
was worth the price. What I realized was they were actually buying this stuff – the newsletter 
strategy. Yeah, I was taking care of the mechanical side, but my best clients were buying this sort of 
higher level thing. 
 

http://www.supercoach.com/
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That was important to understand because the problem with newsletter mechanics was there’s a 
limit to how good I could get at it. It’s like a fixed body of knowledge. I mean even though I knew a 
lot about e-mail, if you spent a week reading all there is to know, you’d know as much as I do. It’s a 
sort of fixed body of knowledge. 
 
There’s an unlimited amount of newsletter strategy – that insight and all that and working with 
clients and so I started offering that as my service. In fact, I still do that. If you came to me though 
and said hey, I just want you to do the mechanical piece, we’ll take care of the words. I say sorry, you 
can’t buy that. I don’t sell the mechanical piece alone. I only sell it as part of this kind of higher level 
service. You may have something similar in what you’re doing. 
 
The third level – we’ll talk about this a little more is really what this Webinar is all about. I’m selling 
just pure advice. I’m not doing any work here. I’m just talking. What I’ve found though is and this is 
what I call being a likeable expert. 
 
What I’ve found though is and this is what’s really interesting as you move up this ladder the work is 
easier so it’s a lot easier for me to do a call like this or to meet somebody in Starbucks and talk about 
their business than it is to actually produce a newsletter. That’s real work. 
What’s interesting though is the higher you move up on this ladder, the more satisfied the clients 
tend to be. Isn’t that kind of weird and counterintuitive? See, what I find is that when I do 
something basic like newsletter mechanics – yeah, people are like thanks, but there’s a limit to how 
great I could be at it. 
 
It’s like how good could the guy be who puts the hot water heater in your basement? I mean he does 
it and it works and that’s great, but there’s this sort of cap on greatness in something like that. 
 
When I did the strategy stuff, people were more happy – nicely done. What I’ve found is when I’m 
doing this sort of pure advising stuff it’s much more in the realm of wow, how did you do that? 
You’ve got the same kind of thing. You know a ton about whatever your field is. It’s stuff that your 
clients will never know, but it’s not necessarily the mechanical piece. 
 
I worked with a couple who own a bicycle shop. In fact, they’re so… the bicycles are so high end 
you’re not supposed to say bicycles. They’re cycles. Very high end stuff – I mean like $5,000 cycles 
and they had a small store where I don’t know they could inventory maybe 150 bikes and what I 
discovered was they were advising people on cycling. 
 
They were holding classes and going off on trips with their clients and all that kind of stuff and all 
that was free and they were charging for the bicycles and trying to make money that way. My 
suggestion to them was look, I think you’re selling the wrong thing. 
 
Instead of trying to inventory the bicycles and make $200 or $300 a bicycle, why don’t you get out 
the bicycle business and just sell advice. Charge people to learn about cycling and to take them on 
trips and when it’s time to buy equipment, go take them over to REI and let them inventory it. Make 
your money on the advice as opposed to the inventory. This may apply to you as well. 
 
Oftentimes I find people give the advice away and sell the “work.” I encourage you to move the 
other way. The work is often low value and low margin. I have a client who owns a garden center so 
he makes his money selling shrubs and stuff like that, but he often is asked to go to somebody’s 



11 
  Copyright © 2014 Blue Penguin Development 

house to do an assessment and to help them decide and plan how they’re going to create their yard 
and then they buy the stuff. 
 
The problem is he’ll go over there, he’ll spend a couple of hours and sometimes they’ll go over to 
Home Depot and buy it from a competitor because they’re cheaper so my suggestion was charge for 
a consultation. He thought well I have to give that away in order to sell the shrubs.  
 
I was like look, you could charge for hey I come over. It’s 90 minutes. I do this. Maybe I’d draw up a 
plan. He sketches the stuff out for them anyway and you know what I could say if you end up 
buying this stuff from me, I’ll give you the consultation free, but if you don’t it costs X. How big 
should X be – pick a number and then double it because you’re probably not charging high enough. 
 
You have the same opportunity to monetize your knowledge beyond just the work. Isn’t this so 
much different than counting hours? That’s what I want you to think about. Another question that 
comes up – this idea of calculating a value-based price so where do you get these numbers from so I 
have a very unscientific, but it actually works really well, approach to doing this. I think about a 
couple of things. 
 
First of all, I think about what’s the least amount of money I would take to do this work so think 
about somebody comes to you and says I want you to do X. I’ll think to myself okay and by the way 
I don’t do this with the client on the phone. I don’t think that well on my feet. I prefer to have the 
discussion – say let me call you back. 
 
If people are for real they’re not going away if you say let me call you back. People are often afraid 
of gee, I’m not supposed to do that. I have to tell them right there. I’ve never had a problem with 
this so I say oh, okay let me think about it and I’ll call you back. 
 
I think what’s the least I would do this project for. Now, a lot of people will say hey, you know 
what, I really need the work. I’ll do it for anything, but the truth is if someone said would you do it 
for $1, the answer is no. You can come up with a floor on any given piece of work below which you 
would say no thanks. That’s the bottom number. 
 
For the top number, I think to myself well, what’s the number above which if I asked for it and they 
say oh gee, we’d like to work with you, but you’re too expensive I’ll be kicking myself for having 
asked for too much and there as well that maybe is a little more difficult, but I can come up with 
that number and I’d bet you can too. 
 
That would sort of be over the top if they said no and then the number I request is in the middle 
because there’s always a range so maybe it’s like can you come speak at our conference it’s X dollars 
at the bottom. It’s Y dollars at the top. I’ll ask for something in the middle. 
 
The benefit of this approach is that if they say no, you’re too expensive you don’t feel like you were 
too greedy and if they say yes you’re hired you’re not kicking yourself thinking I can’t believe I 
agreed to do this for just this much money. Then I just keep trying to move higher and higher inside 
that range. 
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Again, it’s unscientific, but yet it’s very satisfying at the end. Notice again it has nothing to do with 
my effort. It has to do with what am I providing for the client and by the way there may be factors 
that affect the price. 
 
One of the reasons I recommend that you do not put your prices on your Web site other than 
something where it’s sort of a click to buy product, you know, like this one where you obviously 
have to give a price, but anything that’s more involved you don’t want to give a price because then it 
allows anyone regardless of the situation to get the same price. 
 
However, there are mitigating factors – I charge more for larger companies not just because they 
have more money and they’re used to dealing in bigger dollars, but both of those tend to be true, but 
because they’re more work. 
 
There are more people in the room. The thing gets kicked all over the place until someone finally 
decides what the answer’s going to be. You work with a solo, it’s easier. 
 
Urgency – somebody calls up and says hey, we want you to speak at this conference next week 
because the guy we had just got sick. That person’s going to pay more money. They need to fill 
somebody faster and I need to move faster.  
 
Location – so I don’t know about you, but I find it easier to just drive over to wherever I’m doing a 
talk or working with a client than to have to get on a plane so prices vary. If you put your prices on 
your Web site that is what it is. The other thing I like about not posting prices is it forces me and 
you to have this conversation. 
 
Again, I know people have a lot of baggage around money and so it’s uncomfortable to talk about it. 
The thing is you have to get used to talking about money and it’s helpful in having a live 
conversation – not e-mail, not some hey, let me send a proposal to you with the price in it. By 
having a conversation about the cost, you get a lot of valuable information. 
 
I remember talking to a woman who wanted to hire me for something – I forget what it was and I 
gave her a number when I called her back and she literally said oh, is that all? That was good 
information because the next time somebody came around for that you can bet my price was much 
higher. 
 
I’ve also had people kind of gasp and go oh, well I’d love to have you, but it’s just way out of our 
budget. I got good information. If it’s just an e-mail, I never learn anything. All you get is a yes or no 
at the end. 
 
The other thing is price allows me to kind of get rid of people I don’t want to work with, which 
again may sound weird if you don’t feel like you have all the clients you want, but it’s a two way 
street. You’re not just some contractor who companies hire when they can’t fill the need inside. I 
don’t look at it that way. I want people that I get to choose as much as they get to choose me. In 
fact, I think they need me more than I need them. 
 
If they’re people I don’t want to work with for whatever reason if the price was on my site and 
somebody like that shows up and says ready to go – let’s get working. I really have no way out of it. 
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With price, I can kind of fool with it a little bit and again move the conversation from just the cost 
to the work itself and we never even get to price because I just sort of politely you know send them 
on their way. My recommendation is you don’t post prices on your Web site.  
 
There’s an answer – no. Sorry I meant to show you this one. Take a look at this. How do I move to 
this fixed price thing? Let’s say you buy all this and you’re charging hourly and you want to move 
and I have to say that sort of two things they’re similar, but they’re not the same. 
 
On the one hand, it’s very hard to raise prices on existing clients. In fact, my philosophy is this that I 
want to be raising my prices all the time and I recommend you do it too, but I don’t raise them on 
existing clients, which again may sound like I’m saying two different things. In terms of existing 
clients, by never raising prices there’s some benefits. 
 
One is I never have to have that discussion of hey, your prices are going up 10%, but number two is 
the clients who last for a long time are the best clients. I have some clients who literally are paying 
one-third of what somebody would pay if they showed up today because I’ve had them for 12 or 13 
years for their newsletters, but you know what those are the best clients. 
 
There’s like no overhead. There’s no grinding of the gears. The people who cost the most amount of 
time and I don’t mean because they’re a headache I just mean because you’re trying to figure each 
other out are the new people. 
 
Somebody you’ve been working with for 12 years it’s so smooth and so easy that on a per hour or 
per effort basis, they’re actually very profitable even if the dollar amount they’re paying you is less so 
my recommendation is never raise prices, plus I love saying to clients my prices are much higher for 
people if they show up now. 
 
Now, you might think well gee doesn’t that lock me into lower prices forever and you know I like to 
say as my grandmother would say you should be so lucky because what happens of course is people 
turn over. Companies go out of business. People stop working with you for whatever reason so you 
raise your prices on the new people. 
 
If none of your existing clients ever left that would be pretty good anyway. You wouldn’t have to do 
any marketing. You’d be full up. You’d stop wasting time trying to get more clients, but it’s not 
going to happen anyway. My rule is I keep raising prices on a given thing for new people, but if 
you’re an existing client never goes up. It’s a great selling point. 
 
Again, we talked about that whole uncertainty thing earlier. I say to people when they’re talking 
about hiring me – hey, this is the price. It will never go up. Those guys I write the thing for from 
2007, the same price. Again, incredibly efficient for me so the margin – the dollar value is very, very 
high. 
 
In terms of raising prices – a few benefits so one of course you earn more money, but second is if 
you’re not living at that kind of razor thin edge of I’ve got to maximize every hour of my waking life 
because I’m just not charging nearly enough. It gives you more freedom to relax. It allows you to be 
more generous in working with people. 
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If you’re charging enough money and you’re working with fewer people as a result now there’s a 
little extra thing you want to do for a client, you can say ahh don’t worry about it. I’ll do that. You 
could actually be more generous given even a higher level of service, which makes them even more 
satisfied. 
 
 
Then finally, this thing I mentioned earlier. The people at the top of the tier who pay you the most 
are the easiest to please. There’s something in you that they see as magical. You’ve got clients like 
this already. You’re Bruce Springsteen to them. I don’t know why. Maybe they don’t either, but if 
you don’t do the work there’s no suitable substitute. That’s what you want – higher prices filter out 
the other people and bring these people to you. 
 
Let’s talk a bit about packaging. I like to think of it as developing chunks of the work you do so 
again if you’ve been charging hourly and you like this idea of flat fee, think about creating packages 
– chunks that people can buy. 
 
This is an example of a package from a guy named Jim Quinlivan who was in one of my classes and 
he’s a content and marketing consultant. He’s developed something he calls the Authority Package 
and here’s the stuff you get. There’s time involved in here, but you’re not buying time. You’re 
buying this package of things he delivers to you. 
 
Packages make it easier for people to buy. Most of us when we go to a restaurant don’t just go in the 
back and say hey let me talk to the cook and you know I’ll tell him what I want him to whip up. 
That makes it hard to buy because now you’ve got to think of everything. It’s much easier when they 
give you a menu and you say I’ll take one of these. 
 
We, as solo professionals though, tend to take the former approach. We say here’s our credentials. 
Here’s what we do. Tell me what you want. It’s easier for potential clients to buy if you say I have 
this package and this package and this package – what do you want now. Sure, you can modify for 
people if you want, but by putting it into these chunks it’s easier for them. 
 
It feels like you’ve done it before, which again gives them confidence and you probably have in 
order to create a package like this. Look how Jim gives it a name. Again that makes it feel more real. 
Take something you do on a regular basis – maybe it’s the flat fee divorce. Maybe it’s the 
assessment. Maybe it’s the something else program. Give it a name. Come up with the things you 
get. Put a price on it. That’s the thing you want to sell to people. 
 
A few words about getting paid because that is important even if it’s the sort of itchy part of this 
whole thing – you have to get a deposit up front with a new client. I know this is hard to do because 
you go through all this effort to get noticed and have a nice Web site and then somebody contacts 
you and you have negotiations and they finally say yes and you don’t want to break the spell by 
saying give me some money up front. 
 
The thing is if you don’t get money up front, all you’ve done is had a nice conversation. If the 
people are for real whether they’re individuals or a big company, they will give you a deposit. I mean 
a significant deposit like one-third, or one-half up front. 
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My rule is for a good sized project – say one that takes me I don’t know three or four months – a 
third up front, a third maybe in forty-five days, a third at the end. It’s very fair. It’s not like I want all 
the money up front, but what I have found is if the client is for real they’re happy to pay you a third 
up front. 
 
If they’re not, chances are they’re still shopping. Yes, they told you they’re going to work with you, 
but maybe they told three other people so you have to ask for something up front. It can be a little 
scary, but again the people who are for real – no problem they’ll write you a check.  
 
You need something in writing. Now I don’t have real iron clad contracts. I don’t even have real 
contract. I have kind of letters of agreement – very informal. It’s a here’s the work I’m going to do, 
here’s how you’re going to pay me, here’s what I’m going to do for you, sign your name. I sign my 
name – there you go. It’s not because I’m going to take anybody to court, but things change. 
 
Maybe the person who hires you moves onto another job and the new person has nothing that 
suggests what you’re doing so this just makes it sure that there’s no misunderstanding about what’s 
going on, but it’s not… I mean it is actually a legal document, but I don’t bother. You may have a 
different philosophy with having an attorney review everything. My attorney – that same great 
attorney from 15 years ago, just created a sort of boilerplate kind of thing for me. 
 
That’s what I use. I modify it per client, but it is in writing and then the third thing again we agree 
on some kind of payment schedule. I’m flexible so if someone said well, I don’t want to do a third, a 
third, a third – how about a third and then twenty percent and then thirteen percent – I’m like I 
don’t care. 
 
You know, the idea is that it’s fair for both of us, but it does require you kind of stepping up and 
saying here’s what I request and then take it from there. A couple more things – I like the idea on 
this whole idea of a solo of taking control of your life. Again, not just being someone who’s 
contracted out and certainly not being a victim to other people who may or may not decide to hire 
you. 
 
You decide how it’s going to be so a very helpful exercise, which I do with clients, is to make a list 
of rules relative to money that govern your business and the funny thing is when you think about 
and write these down they’re easier to follow than if they’re just kind of floating around in your 
head. They feel more real so here’s a list that someone in one of my classes created. Take a minute 
and read this. She does a lot of speaking and workshops and things. 
 
Look – her rule is I get 50% up front – 50% on the day or you know if I speak for free I get 
something in return. Again, there’s nothing that says this is right or wrong, but the funny thing is 
once you write it down, it’s almost like it’s easier for you to follow. It’s like hey, that’s my policy – 
sorry. 
 
I have a minimum figure that I require to get on an airplane because I love getting on an airplane 
and going somewhere to speak, but what I’ve discovered is I’m so excited by the opportunity that 
sometimes I would agree to a price that was way too low and so I came up with my minimum fee. 
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Now in the heat of the moment, if somebody invites me I can say oh, you know, sorry I need this 
much and because I’ve written it down it’s easier to follow. I recommend you do the same thing as 
well. 
 
Let me give you a few book recommendations – all related to money. I would say very different 
points of view from the more tactical to the more spiritual. I’ll let you decide am I going left to right 
or right to left, but all really good. Million Dollar Consulting, Allen Weiss – this is sort of the 
original consultant’s guidebook and a lot of good information there. 
 
Selling with Integrity – she has a great point of view on how to sell if you’re not a sales person. I 
mean I really like her approach. It’s very authentic and supportive of both you and your client and I 
find this is really my… the approach that I use.  Then Money and the Law of Attraction – if you’re 
into the law of attraction stuff like I am, also very helpful. 
 
Remember the three big ideas from today – break the connection between time and effort and 
money, do what you’re exceptionally good at, and raise your prices. In fact, on that third one – I’m 
going to give you some homework, because I know where you live. 
 
Here’s your homework. Try this. Take your next three opportunities to name a price and double 
from whatever you’ve been doing. Just try it. The worst thing that could happen is they say no 
thanks. 
 
Remember if you double your fees you could lose half your clients and make exactly as much 
money. I’ve done this with people. I’ve done it with myself. The results are amazing. Here’s how you 
get a hold of me. Thanks for your attention. Let me know what you think and I look forward to 
hearing from you soon. So long! 
 
 
 
 
 

 
 


