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Solving the Pricing Puzzle

Pricing your work correctly 
is one of the most 
important and 
misunderstood challenges 
of any business today.
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Solving the Pricing Puzzle

How can prices between 
shops for the same work 
vary so much?!

Are costs and rates really 
that different?
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Analyzing the challenge

 Market forces vs. profit

 Pricing for profit

 Pricing for the market

 Meeting the competition

 Using the Pricing Survey
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Pricing for Profit

 Profit or die

If you aren’t pricing 
to make a profit, 
then why are you in 
business?
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Quotable

“
”

The automotive business 

is a high volume, no profit 

business. 

So we got out of it.
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Basic pricing strategies

 By the foot

Although bidding jobs using a 

price-per-measurement makes 

estimates a breeze, it can often be 

inaccurate and raise the potential for 

missing hidden costs.
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Basic pricing strategies

 Materials multiplier

Popular with some furniture makers, 

it’s likely to be highly inaccurate.
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Basic pricing strategies

 Time & materials               +

These should be 

key components of all pricing, but 

using this method has many shops 

overlooking crucial considerations 

such as overhead, profit, R&D.
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Basic pricing strategies

 Components

Pricing all components individually can 

be highly accurate, but it requires 

constant updating.

Both a pricing and selling strategy.
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Basic pricing strategies

 Software pricing programs

Even the best computer 

program is no better than the 

information submitted.



12

Basic pricing strategies

 By the foot

 Materials multiplier

 Time & materials

 Components

 Software pricing programs

 Other
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Four Pricing Essentials

 Labor

 Materials

 Overhead

 Profit
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Four Pricing Essentials

 Labor

All time invested

in production.

Base estimates on history.
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Four Pricing Essentials

 Materials

All the things 

needed for the job.

Don’t forget to mark it up!
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Four Pricing Essentials

 Overhead

Everything it takes to open the door.

Examples: utilities, transportation, 
trash disposal, insurance, phones, 
Internet, sales/reception staff, 
marketing, advertising, consumables, 
etc., etc., etc.
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Four Pricing Essentials

 Profit

If you don’t add it 

you won’t get it!
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Creating a loaded hourly rate

 T = Hours available for work

 O = Total costs unrelated to production

 O/T= Minimum hourly income

 Add profit and employee costs.

 Add project/product costs.
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Creating a loaded hourly rate

 How it works:

Total expenses for a year $50,000

Total hours 50 wks @ 30hrs 1500

Per hour loaded shop rate = $33.00 
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Creating a loaded hourly rate

 Using the loaded rate to price a job

Number of hours 40

Multiply times loaded rate x 33

$1320

Add project materials 500

$1820

Add profit percentage (x15%) 273

$2093
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Where Pricing Goes Wrong

 Bad estimates

 Outdated calculations

 Poor knowledge of the market

 Attempting unfamiliar work
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Pricing for the Marketplace

 Know the Market

Sometimes the 

biggest pressure on 

prices is what the 

other guy is charging, 

but do you really know 

what that is?
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Pricing for the Marketplace

 What is your product 

worth in the eyes of 

potential customers?

 That’s the ONLY 

measure that counts!
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Pricing for the Marketplace

 Pricing reconnaissance

 Value of follow-ups

 Networking for knowledge

 Bid success reality check



25

Pricing for the Marketplace

 Know Your Market

There’s a difference 

between what your best 

market is and the market 

as a whole. You may be 

competing in the wrong 

market.
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Pricing for the Marketplace

 Don’t sell commodities.

If your product is just like 

what everybody else 

sells, what’s to keep 

customers from buying 

only on price?
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Quotable

“
”

My prices are set by my 

dumbest competitor.
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Effective Competition

 Dealing with lowball bidders

The best tool you have is 

knowing what your bottom 

line is and refusing to dip 

below it.

 You can’t make money on 

unprofitable jobs! 
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Effective Competition

 Compete on value, not price

Make sure your 

customers know and 

value what you are 

providing.

 If it’s not worth it to them, 

they won’t pay your price! 
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Effective Competition

 Don’t just work to work

Make sure every job 

counts toward your 

bottom line.

 Every lowball job you 

do costs you in 

opportunity! 
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Effective Competition

 Don’t bid to open doors

Pricing low to get in a 
new market seldom 
works long term.

 If they hired you on 
price, they will just 
as soon dump you 
on price! 
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Quotable

“
”

For the most part we try to stick with 

our prices, because we have an 

excellent reputation as far as quality 

goes. That’s how I build the business. 

I don’t want to jeopardize quality to 

undercut someone.

--Mark Karkos, president, Cut-To-Size 

Technology



FDMC Pricing Survey

 About the 

survey

 What you 

can learn 

from it
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Beaded 

Face-Frame 

Kitchen
This paint grade kitchen (soft maple 

and MDF panels) features beaded 

face frames (1/4-in. bead) with flush 

inset doors and drawers. Cabinet 

interiors are ¾-in. pre-finished maple 

plywood with ¼-in. prefinished maple 

plywood backs, except for the glass 

door section of the hutch cabinet, 

which has a custom painted interior. 

Lots of details add to the cost, and a 

glazed finish tops it off.
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Analysis: The most 

popular project in this 

year’s survey, this kitchen 

had 19 bidders, but that 

didn’t mean the numbers 

were close. The original 

bidder, a New York shop, 

was the highest bid turned 

in at $67,438, nearly three 

times the low bid of 

$24,850 turned in by a 

South Dakota shop. The 

average came in at 

$44,408. Probably most 

remarkable in the bids for 

this project are the wide 

variations in estimates for 

construction hours. The 

original and highest bidder 

actually posted one of the 

lowest hours numbers, 

while other bidders 

estimated hours at as much 

as four times what the 

original bid reported.
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Contemporary 

Frameless 

Kitchen
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This frameless contemporary 

kitchen reflects a lot of the latest 

kitchen trends, including gray paint, 

mixed colors and materials, and 

gloss finish. It features prefinished 

maple plywood for cabinet interiors 

with maple veneer MDF for doors 

and drawer fronts. Sink side 

cabinets and the island were done 

with quatersawn white oak and 

stain but the interior cabinetry is 

still prefinished maple.



Analysis: Lots of bids 

did not translate into 

more competitive 

bidding for this 

project. The high bid 

of $39,485 was three 

and a half times the 

low bid of $11,272. 

The average bid of 

about $24,000 is a lot 

closer to the original 

bid of $29,364. Note 

that the original 

bidder’s materials 

costs are significantly 

higher than all the 

other estimates, and 

the construction 

hours estimates vary 

widely, too.

FDMC Pricing Survey
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Double-Arch 

Built-in Project
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This double-arch built-in project 

involves two 6-foot-tall built-in units 

in hardwoods and hardwood 

veneers (1/2-inch birch plywood and 

maple hardwoods). Doors were 

made in house. There are also low-

energy xenon lights, soft close 

hinges, complementary moulding, 

arched tops, base cabinets with 

adjustable shelves, and the 

customer was given a choice of two 

shelves. The project was finished in 

the shop and included delivery and 

installation. 
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Analysis: The original bidder came in with the second lowest bid on this project at just $3,876. Everyone else, 

including the one lower bidder, estimated materials quite a bit higher than the original bidder. Higher bidders 

were pricing closer together and estimated materials and labor in closer ranges. Once again, the high bid 

($9,171) is triple the low bid ($2,955).
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Dining Room

Buffet Project

40

This dining room buffet built-in project features separate 

upper storage cabinets. Basic construction is 1/2-inch 

birch plywood and maple hardwoods. Doors and 

drawers were outsourced, but finishing was done in 

house. There are mitered door and drawer fronts, with 

glass doors (1/8-inch tempered glass) in the upper 

cabinets. There is hidden pan storage, and a pull-down 

glass door in the center of the upper cabinet assembly. 

The project included finishing in the shop, as well as 

delivery and installation.
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Analysis: Time and time again the survey proves that smaller projects are no easier to estimate correctly than 

bigger projects. The project showed a variance of nearly two and a half times between the low bid of $3,910 and the 

high bid of $9,556. The original bidder came in at $4,751, nearly $1,500 below the average bid of $6,247. Note the 

wide variations in materials and labor estimates for the same job specifications.
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White 

Painted 

Vanity
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This project is a white painted bathroom 

vanity with some distinctive moulding 

details. The original shop priced the job for 

cabinets only – pulls, mirrors and 

countertop were done by others. It features 

soft maple face frames and door frames, 

poplar mouldings, Medex panels, and 

interiors were made of prefinished clear 

maple plywood.
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Analysis: A deceptively simple project, this bathroom vanity has tricky details that affect the pricing and add 

complexity. The original bidder figured they lost money on the job at $9,500 but made the loss up in “goodwill” 

that translated into more profitable work. Most other bidders estimated even lower with the average at $8,566 

and the bottom bid of just $4,255. The high bid was triple that at $12,828.
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Learn more

 Participate in pricing survey

 Offer a project for the survey

 woodworkingnetwork.com/pricingsurvey

e-mail: will.sampson@woodworkingnetwork.com

phone: 203-512-5661

mailto:will.sampson@woodworkingnetwork.com

