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Welcome!
Our webinar will begin shortly.

*stay updated on future webinars www.facebook.com/gazelleapp



School of Business

Pricing Piano Services
Today’s Webinar is presented by: 

George Buss & Timothy Barnes
             



Most piano technicians 
ask all the wrong questions 

when it comes to setting prices
 



Your guide to better pricing decisions

George Buss & Timothy Barnes
              



“Asking the wrong questions 
will always  lead you to the 

wrong solution.



Getting traction is easy if you: 

1. Know the right questions to ask
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Getting traction is easy if you: 

1. Know the right questions to ask
2. Find the right answer

3. Make confident decisions



Price Fixing & Anti Competitive Behavior
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Price Fixing & Anti Competitive Behavior

Gazelle is not a trade group
We are allowed to discuss actual prices

But that is a huge mistake!



“Never ask someone what they 
charge if their answer is going to 

cause you to second guess 
yourself!



Price Fixing & Anti Competitive Behavior

Set your price
Do your research

Embrace your strategy 



5 things to consider 
every time you think 

about pricing a service



Section 1:

Price Doesn’t Matter



Price Doesn’t Matter

The price you charge 
changes how you behave



Price Doesn’t Matter

The price you charge 
changes how you differentiate



Price Doesn’t Matter

Freelancers vs. Business Owners



Price Doesn’t Matter

Supply and demand



Price Doesn’t Matter

Price for you not them



Section 2:

Rule of 3rds



Price 
Shoppers



Price 
Shoppers

Value 
Shoppers



Price 
Shoppers

Value 
Shoppers

Swing 
Shoppers



“Price changes affect each
shopper differently.



Rule of 3rd’s

Price Shoppers → complain and leave
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Rule of 3rd’s

Price Shoppers → complain and leave
Swing Shoppers → feel the pain and stay

Value Shoppers → stay and smile 



Rule of 3rd’s

Price for them not you 
 



Rule of 3rd’s

Price elasticity of demand 
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Section 3:

Make it easy to do 
business with you



“Make it easy 
to do business with you.



Make it Easy

Don’t create a “decision tax”
(Make everything easy to understand)



Make it Easy

Easy to remember
(Easy for them & easy for you)



Make it Easy



Make it Easy



Make it Easy



Make it Easy



Flat Rate vs. Variable Rate

Make it Easy



Make it Easy

Flat rate and all inclusive → Easy
 



Make it Easy

Flat rate and all inclusive → Easy
Hourly and uncertain → No good



“The “decision tax” is the one tax 
nobody will pay.



Condition Reports, Value 
Shoppers, & Swing Shoppers

Make it Easy



Section 4:

Choose to be Profitable



“Profit is a choice,
not an accident.



Be Profitable

Nobody ever went broke 
taking a profit

 



Be Profitable
The Pricing Formula has 3 parts

1. Profit Margin
2. Total Annual Expenses

3. # of Available Hours



Be Profitable



Be Profitable



Be Profitable



Be Profitable

Profit is NOT salary 



Be Profitable

For the business owner
No Profit = No Salary



Be Profitable



Be Profitable

For the business owner
Yes Profit = Salary



“Profit is the money left after all 
expenses are paid, including all 
salaries & benefits, paid to you.



Be Profitable
3 Options to increase profitability
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Be Profitable
3 Options to increase profitability

1. Raise Prices
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Be Profitable
3 Options to increase profitability

1. Raise Prices
2. Lower Expenses
3. Increase your billable hours



Be Profitable

Leave money in the bank



Be Profitable
Profits eventually get invested.

1. Working capital



Be Profitable
Profits eventually get invested.
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2. New products and services



Be Profitable
Profits eventually get invested.

1. Working capital
2. New products and services
3. Returned to the business owner



“If you never spend more than 
80-90% of your revenue, you will 
be profitable 100% of the time. 



Be Profitable



Be Profitable



Be Profitable
Common Expenses
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Be Profitable
Common Expenses

1. Technician Salary + Benefits
2. Vehicle Costs & Depreciation
3. Office staff + Professional Services
4. Software & Communication
5. Tools 
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Be Profitable
Don’t forget about these expenses:

1. Office work and non-billable hours
2. Technician salary and payroll taxes
3. Insurance
4. Paid time off and benefits
5. Travel time between appointments
6. Client acquisition costs
7. Unique to you expenses



Be Profitable



Be Profitable

Best Case Scenario
(100% booked)



Be Profitable

Realistic Scenario
(80% booked)



Be Profitable

You have 2080 working hours 
per year



Be Profitable

You have 2000 hours
after modest vacations



Be Profitable

You have 1900 hours
if you take off national holidays



Be Profitable

You have 1400 hours
after drive time



Be Profitable

You have 1150 hours 
after 1 hr of office work / day



Be Profitable

You have 900 hours 
after 2 hrs of office work / day



Be Profitable

At 80% booked 
you have 720 billable hours each year

(~3.5 billable hrs / day)



Be Profitable

To be profitable:
3x the amount you want to make.

$50/hr to you = $150 to the client
 



As a Freelancer
 

You get $35,000 for being the technician, 
$25,000 for doing office work, 

The business gets $28,000 for expenses
$20,000 remains for profit.



As a Freelancer
 

Hiring out office work 
frees up 500 hrs a year



Be Profitable



Be Profitable
 

Nobody ever went broke 
taking a profit



Section 5:

Competition



“Asking what others charge 
is the last thing 

you need to consider.



Competition
 

If you are not the lowest price, 
you have to compete on 

something other than price
 



Competition
 

If people are asking, “Why are you 
more expensive than somebody else” 

you are not differentiated enough. 



Competition

Stories you tell about yourself



Competition

Stories you tell about yourself

Stories others tell about you



Competition

How does the story you tell 
fit in with the competition? 





Competition

Survey the competition



Competition

1/3 of the market goes to the lowest price



Competition
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Competition

1/3 of the market goes to the lowest price
1/3 of the market goes to the price leader

It’s a bloodbath in the middle.



Competition
 

X = Lowest Price

 



Competition
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2X = Differentiated

 



Competition
 

X = Lowest Price
2X = Differentiated

3X = Extremely differentiated
 



Competition
 

X = Average
2X = Differentiated

3X = Extremely differentiated
4X = Freelancer near retirement

 



How do I differentiate? 

“Building a Story Brand” 
by Don Miller



Application:

How do I Change Prices?



How do I Change Prices?
 

Freelancers
 



How do I Change Prices?

 
Immediate + grandfathering

 



How do I Change Prices?
 

Remember: 
You might be changing tribes

 



How do I Change Prices?
 

Remember:
You can raise rates 40% 
without anyone leaving



How do I Change Prices?
 

Remember: 
You can raise rates 60% 

without many people leaving



How do I Change Prices?
 

Gaining Traction is Easy



Upcoming Webinars

● Retiring and Selling a Piano Service Business
● Launching a Piano Service Business
● Simplifying Your Service Model
● Running a Profitable Piano Service Business
● Tripling Your Revenue
● Hiring Your First Office Assistant
● Hiring Your First Technician

(and more)

https://growwithgazelle.com/school 


