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Mark Wickersham: Value Pricing 

Kirstin: So, our speaker today this morning is a chartered accountant and a widely 
published author on practice issues. In May 2011 his book, Effective Pricing for 
Accountants was a number one Amazon bestseller. Known as the most sought-
after profit improvement expert in the accounting community he's famous for 
helping accounting firms double their profits in less than 18 months without 
having to work harder or do any uncomfortable marketing. He's joining us today 
to share some of the many things he's learned from studying what makes 
accountancy practices extraordinarily successful. So please join me in welcoming 
bestselling author Mark Wickersham. Mark, we are so excited to have you here 
today. 

Mark: Hi, there. Welcome, everybody. Thank you for that introduction. And at some 
point, you might want to just make me the presenter, I've only got a few slides to 
show. But at the moment I can't do that. I will very soon. Anyway, welcome, 
everybody. I hope you're going to have an awesome conference. And so, to kick 
start things off, I'm going to talk about how do we reprice our existing clients, 
which is a big challenge that I get from accountants and bookkeepers. And I'll 
explain some of the reasons for that, why it's such a big challenge. 

Mark: But I'm also going to share with you some strategies that you can start using to 
make it much easier to change the price of your existing clients without that 
fear, that worry that if we put the price up, we might lose our clients. So that's 
where we're going to focus today. Before we do that, though, just in case you 
have no idea who I am, just a little bit of background. As you now know my name 
is Mark Wickersham. I am a chartered accountant from the UK. I've been in this 
profession now for, wow, over 30 years now, it was 1988 when I first entered the 
profession. Went to work for a large multi-partner firm in Sheffield in the UK. I 
know there's a Sheffield in the US as well. In the UK. 

Mark: Qualified as a chartered accountant after three years, then went on to be the 
one of the tax people and did corporation tax. And then a little while later, 1996, 
I decided that I wanted to do my own thing. I want to start my own practice. It 
was actually the 31st of May, 1996. An exciting day for me, where I had no 
clients. I just had a spare bedroom in the house, I bought a computer, I bought a 
desk and I set up shop. Little did I know how hard the next few years would be. 

Mark: Because, yes, if you look at my practice from the outside looking in, you might 
have thought I was a successful accountant. I grew crazy fast. I went from zero 
clients right up to over 200 in just over two years. Within four years, I'd gone 
from a team of me to a team of 13. I grew fast. But two and a half years in, end 
of 1998 My life was a mess. I found that I was working crazy hours. I was the first 
person into the office in the morning because I had the key, I had to unlock and 
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let everybody else in. I worked my lunch hours for two and a half years. I didn't 
have lunch; I just went straight through. 

Mark: I was the last to leave the office. Again, I had the key, I had to lock up. And the 
worst thing of all was for two and a half years of my life. I went into that practice 
every single Saturday morning, because I had to catch up with the paperwork, 
the billing, the invoicing, the collecting money, and all that stuff that we have to 
do when we run a small accounting firm. But not only was I working crazy hours 
the reason I was working as crazy hours is, I was struggling to make ends meet. I 
hardly made profit. I just about made enough to pay the mortgage, to buy the 
food. I was growing too fast. 

Mark: I was continually going back to the bank manager with the begging bowl out 
saying, "Please sir, can I have a bit more money. A bigger overdraft, another 
loan." And so that was my life for two and a half years. Now fortunately, that 
started to change in November 1998. I was invited to go to an event called... It 
was a three-day accountants masterclass run by someone called Steve Pipe, 
who's now a good friend of mine, one of my mentors, good friend. And we spent 
a number of years in business together. 

Mark: And he opened my eyes up to a different way of running an accounting firm. And 
I started to make changes in 1999. As a result of those changes, I went on the 
four-day accountants boot camp and met Paul Dunn another of my heroes. And 
it was Paul that introduced me to Ron Baker. Ron Baker was the first person 
who'd ever said to me, this phrase value pricing. I'd never heard of value pricing 
up until I met Ron in 1999. I'd grown up in the accounting profession believing 
that we had to keep those time sheets, we had to log that hours we had to build 
based on the hour. That's what I thought we had to do. 

Mark: And then I met Ron at the end of '99, he shared this idea of value pricing. And for 
me, this light bulb went on. And I could see immediately a better way of pricing. 
So straightaway, I started putting systems in place, pricing systems in place. And 
later on, I'll share with you my very first pricing system, which had an 
extraordinary impact on my firm. For one of my services, I increase my price by 
over three times. And I'll tell you exactly what I did in a short while. And so '99, 
2000, 2001 things started to change very rapidly for me, so much so that I turned 
this practice which was a complete mess into something that was profitable. 

Mark: I was then able to sell it to my client manager, Steve and Jonathan were my two 
managers, Steve and Jonathan bought the practice off me. As far as I'm aware, it 
still runs to this very day. And I don't think they've changed the name. It's called 
Wickersham, somewhere in Sheffield in the UK. Anyway, I then started, once I 
sold the practice, I started working with Steve. Because he asked me "Mark, how 
are you doing all these amazing things? What's this stuff you're doing?" So, he 
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invited me to speak to his audience of accountants. And the first time I ever 
spoke to a roomful of accountants was 2000, the year 2000, February 2000. 

Mark: And that's essentially all I've done since for the last 20 years now, I've been 
teaching the accounting profession, the things that I've learned in particular 
pricing. In 2011, I published my first book on pricing, which is Effective Pricing for 
Accountants. I've also written How to Build a Successful Bookkeeping Business, 
Price: The Fastest Way to Change Profits, and A Practical Approach to Value 
Pricing. And now I'm the founder of both and the Value Pricing Academy, and 
the Bookkeeper's Pricing Academy. I started those in 2014. And for the last six, 
nearly seven years now, I've been running those academies teaching 
accountants and bookkeepers all around the world, mainly actually, in the US. 
I'm actually in Portugal now. 

Mark: I'm from the UK. But I moved to Portugal, I have a virtual business. And most of 
my students are in North America, US and Canada. And this is the first year that I 
haven't actually made it over to the US because of these difficult times. I often 
go to the conferences over there for the last few years. But missed 2020 for 
obvious reasons. Anyway, that's what I do. So, I teach pricing predominantly. 

Mark: So today, what I'm going to do is share with you this challenge of how do we 
shift people? Change the price, shift our clients to value pricing, increase the 
prices. And the reason why this is such a big challenge and it's one of those 
common questions that I get. Mark how do I move my clients to value pricing? 
How do I get my prices up? And the reason it's a big challenge, a common 
question, is because if we are starting to move to value pricing, and starting to 
increase our prices, with brand new clients, it's relatively easy. 

Mark: Because with new clients, they had no idea how you priced before. So, it's easy 
with new clients, but existing clients, they know what you did last year. And 
more important is they know what you charged them last year. And that last 
price you charged them, what you're currently charging the most recent price 
that creates what's called a reference price or an anchor in their mind. And that's 
what causes the problem. Because if we want to put our prices up, they're going 
to immediately compare new price to the current or the last price. And so, what 
we have to do is change the anchor, destroy the reference price. 

Mark: Now, I have been told that many of you, at the conference, you've already 
moved away from this hourly billing, this crazy hourly billing, and you're already 
further ahead on the curve, and you're moving to flat fees or fixed pricing. And 
that's great. I applaud that. Because one of the things we know from research, in 
fact research done back in 2005 by Sage, the software company, they found the 
thing that business owners hate the most about accountants, about bookkeepers 
is surprise bills. Which is exactly what hourly billing is, they don't know what the 
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price is until the work's finished. So, giving a fixed price up front is much fairer on 
the customer. And I applaud that. 

Mark: However, please also be aware that fixed pricing or flat fees is not value pricing. 
It's not value pricing. And so, if you've moved to fixed pricing, that's great. You 
are on the journey, but there is still somewhere to go. It's not value pricing yet. 
Okay, by the way, I will have time at the end for about five, ten minutes to 
answer questions. If you have got questions, put them in the Q&A box. And then 
I'll answer as many as I possibly can in the time that we have available. 

Mark: Okay, so how do we move our clients? How do we shift them and increase our 
prices? So, one of the strategies that we can use, and there's a number of 
strategies. But the one of the ones we want to start with is a strategy, which I 
call, it's called reframing. What reframing means is that we want to reframe the 
price, we want to express the price in a different way. By reframing the price, we 
want to make it difficult to compare the new price with the current or the old 
price, because that's the one that creates this anchor in their mind, this 
reference price. We have to destroy that reference price, we have to destroy the 
anchor, and get rid of that in their mind. 

Mark: Because it's there. It's in their mind, it's in their subconscious, even if they're not 
constantly thinking of it, it's there in their mind. So, we have to destroy that. And 
we do that by reframing. And I'm going to give you today, three core strategies 
that you can use when it comes to reframing your price. So, here's the first one. 

Mark: And this is one that if what you're doing in the main is monthly bookkeeping, to 
some extent, you're already doing this. But it's something you can certainly do 
with some other services perhaps. And what we do here is we express the price 
in a different way. And one of the strategies we can use there is what I call chunk 
it down. So, in other words, if you do anything that's annual work, and let's say 
for example, you charge the client... You sent a bill for the client last time 
around, it was $2,000. 

Mark: And you know you need to increase the price. And you want to increase the 
price by 20%. You want to go from $2,000 to $2,400. But you're worried that if 
you make that change and increase it by 20%, you might lose the client or at 
least have an awkward, difficult price conversation. So, if you ever send out a bill 
or agree a price for work, there's an annual figure, let's say $2,000. What we do 
is we express it as a monthly figure. This year, your price is just $200 per month. 

Mark: Now, there's some powerful psychology behind this. A lot of research done in 
this area, huge amounts of research by price psychologists. And I won't go into 
the detail right now, because I'm just giving you the answers, I want you to get 
results fast. You see, but what happens is, when you express a price as $200 per 
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month, it feels less. It feels smaller than $2,000 for the year. $200 a month, 
$2,000 for a year. 

Mark: The $200 feels less. But actually, if you do the math, and I'm sure you're ahead of 
me on this 12 times 200 is actually 2,400. It's actually 20% more, but when we 
express it as a smaller number, when we chunk it down, it feels like it's less. It 
certainly doesn't feel like it's more. So that's one of the reframing strategies that 
you can do when you're repricing any of your services where you might have 
expressed it as an annual figure or total figure, if we can chunk it down, it will 
feel smaller. 

Mark: Okay, second strategy for you is to change the reference price. So, the reference 
price is what you charge before. And so you want to change that, you want to 
change the reference price, because whatever you give us the new price in their 
mind, either consciously or at least subconsciously, they will think of last year's 
price. And so we want to change that. And so we can do that by creating new 
anchors. Now, if you've ever heard the term anchor before, in the world of price 
psychology, which is fascinating. It's powerful stuff. Anchoring is the most 
powerful principle in price psychology. 

Mark: Anchoring essentially means that, it all comes from the fact that we are clueless 
about price, we have no idea what the price of anything is. And there's some 
reasons behind that. We learn that from the branch of science called 
psychophysics. We are clueless about price. And what that means is that 
whenever we are as a customer, when we're presented with a price, when we 
see a price, what happens is our brains go away at the subconscious level. And 
what they do is they go to compare it with something else, so that we can get a 
feeling of whether it's a good price or a bad price. We can't judge absolutes. And 
there's no formula for pricing. 

Mark: What we do is when we see a price, our brain comes back with a feeling, with an 
emotion, usually something like that extortionate. That's outrageous. That's a 
great deal. That sounds really fair to me. That's how our brains come back. They 
take that number, that price and they replace it with an emotion and it does 
that, we don't know what's happening. We don't realize it's happening. But we 
do it by our brains go and make a comparison with something else. 

Mark: And what anchoring does is it puts another number in their subconscious that 
then became the thing that they compare against. Now I don't want to get into 
too much detail at this stage, but one thing that is interesting about anchoring, it 
doesn't have to be another price. It doesn't have to be anything remotely 
relevant to what you're talking about, any number will help with anchoring. But 
let's not go there for now let's keep it simple. And let's keep it something that is 
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a bit easier to get a handle on. So at this point, I'm going to, if I've now got 
screen share, which I have, I'm just going to show you... Where are we? Yeah. 

Mark: I'm going to show you a quick example on the screen just to make this really 
practical, of how we could replace an anchor in their mind with the words that 
we use. So, I want you to imagine, for example, that you want to increase the 
price of a client, and we want to create another anchor. So, let me share with 
you a script that you could use, and you may like this script, you may love this 
script. But even if you don't, it will certainly trigger off in your mind other ways 
of how you can apply this, how you can create anchors in people's mind. So, if I 
just turn on screen share, just bear with me a second. 

Mark: Hopefully, it's there. Yep, you should be able to see it now, I hope. So, let me just 
read this to you. But I'm going to explain the... There are two screens of words. 
And let me explain the reason behind the words as well as we go through. So, 
you might say something like this. "First, I want to thank you for being such a 
great client." So, one of the things you want to do is, whenever you're having a 
pricing conversation with a client, when you want to shift and change the 
pricing, let's put them in a positive frame of mind, let's let them know that we 
really appreciate them. 

Mark: So, whether this is a verbal conversation, perhaps you're meeting the client over 
Zoom, or whether you're sending them an email, whatever it might well be, tell 
the client that you appreciate them. It just creates the right frame of mind. 
"First, I want to thank you for being such a great client, I really value your 
business. I also need to be able to keep my own business running. And it's been a 
long time since I last changed my fees. So, I want to explain my new pricing." 
One of the things I know, I hope it doesn't apply to you. But I've heard of lots of 
bookkeepers who say to me, "I haven't changed my rates, or my fees for three or 
four years." And if that's you, by the way, you need to change that. 

Mark: One of the things that I urge you to do is change your prices with your clients at 
a minimum of every 12 months. Please change your prices at least every 12 
months. Never let it go on for more than that. And there's a number of reasons 
for that. Firstly, because stuff changes, there's something that you may have 
heard called inflation. Costs go up, you have to change your price every single 
year, because there's inflation. And you also have to change your price every 
single year because your client’s circumstances change every year, they're 
different. Where they are today is different to a year ago, what they want today 
is different. What they need today to do is different, what the scope of the work 
is different. 

Mark: But also, because every single year, you deliver more value. Because every year 
you're growing as a person. Think about the value you give to your clients right 
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now, the value you give right now. How does that compare to when you first 
started in this profession? When I look at myself in the profession back in 1988, I 
knew nothing. I thought I knew it all. I was young. I thought I knew it all. But no, I 
knew nothing. You're learning all the time. And so, you're adding more value all 
the time. So, you must change your price every single year. 

Mark: When you do that it's an easier conversation, because what happens is people 
get used to the fact that there's an annual price rise. Okay, so as an aside, 
apologize, I went off on a tangent there. But please change your price at least 
every single year. So the script, it says, it goes on, it says. So, here's where you 
can see the anchor now coming in. "New clients now pay about twice as much as 
you do. And so, I should increase your fee to $6,000." So, imagine that they're 
charging much, much less $2,000, $2,400. You want to put the price up. So you 
tell them that new clients are paying you more, which should be the case, 
because what you should be doing is everyone says to me, when they start 
moving to value pricing and putting their prices up, they start with their existing 
clients because that's easier. 

Mark: So, you should be getting new clients at better fees than those old ones the way 
you would too cheap. Okay, so you tell them "Now new clients pay about twice 
as much." I mean, you can use whatever number you want, but I would go with 
twice as much. Typically, so if they're on $3,000 that would mean for you, you'd 
have to pay $6,000. Now you're probably freaking out at this point, thinking "If I 
double my price the client is going to leave." Don't panic just yet. What we're 
doing here is we're creating a new anchor in their mind. 

Mark: What's happening is they're now thinking $6,000 in their mind, not the fee they 
paid last year, but they're now thinking $6,000. It's subconscious, but it's there. 
That's the new anchor. That's the new reference price. So, having now put that 
in their mind, and explaining that we haven't changed our price for such a while 
with you that this is what new clients pay. Then we go on to say, "However, since 
you're always so good to work with," so again, flattery gets you everywhere. 
"Since you're always so good to work with, I want to give you a 40% discount." 
Wow, 40%. That's a big number. That's generous, "I want to give you a %40 
discount. In plain English, that means just 50 pounds per month more than what 
you're paying now. And 40% less than new clients are paying." 

Mark: "As always, you and your business are important to me. If you have any 
questions, please email me or call me and let's discuss it." Of course, that is your 
email rather than a face-to-face conversation. Let's just think a little bit more 
about some of the numbers and what we're doing here, the psychology. So, 
what's happening is we're actually putting the price up by $50 a month, which 
over 12 months is $1,000 to... $600. So, we want to take them from $3,000 a 
year to $3,600. That's our 20% price rise. We want to go from $3,000 to $3,600. 
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But because they're going to be used for 3000 as a reference, that feels like a big 
increase, it feels like a big increase. 

Mark: What we're doing with this script is first of all, explaining that we haven't 
changed your price for a while, we need to revisit the pricing, new clients are 
now paying more, they pay double, they pay $6,000. So, we create the $6,000 in 
their mind as an anchor matches their expectations. And then we say "But 
because we love working with you, we'll give you a discount." And if you 
discount it by 40%, that then means effectively that you get the result that you 
want, the $3,600. 

Mark: You'll notice in the script, it also says as well as saying you get a %40 discount, 
which is a big number. It also says that it means it's just $50 more per month 
extra you have to pay. And that's another piece of psychology that we're using, it 
goes back to the previous thing I said. When we chunk it down, if we said the 
new price is $3,600 that feels quite big. Even with the $6,000 anchor, $3,600 
seems quite big. If we break the 3600 into a monthly figure, divide it by 12. 

Mark: And I struggle with my math right now. But whatever $3,600 divided by 12 is, 
which I think is $300 a month, something like that. And that's much better, you 
could say that the new price will be $300 a month. That's not quite right. It's 
close anyway. But if instead what we do is we focus on the monthly difference 
between current price and new price, which is $50 a month, it feels less, it's only 
$50. So what we're doing is we use anchors, we create big numbers in their 
mind. $6,000 creates a big number in their mind. So, they're going to make this 
comparison with the $6,000. And the price is only going up to $50 a month. 

Mark: $50 a month is nothing compared to $6,000, $50 a month feels like nothing. And 
so you're going to get much, much less price resistance as a result of that. By the 
way, just as an aside, and I'm just going to turn screen share for a second. Just as 
an aside one of the things that you will find, I know a lot of people will really fear 
the price conversation with existing clients. And I understand why I was just the 
same in the 1990s. I was so scared of losing clients. I didn't want to lose clients. 
So, I didn't change my prices. Or if I did it was tiny amounts. And that's why two 
and a half years into my accounting firm by the end of '98 I was working crazy 
hard just to make ends meet because I was kicked my prices too low for fear of 
losing clients. 

Mark: In actual fact, as I realized a year or two later, I actually had too many clients. I 
had too many of the wrong clients. And I ended up in 2000 and 2001 shedding 
40% of my clients. And doing that because I was repricing. I made more money 
from less clients. We mustn't fear losing clients because those clients that are 
going to leave tend to be those that are the ones that don't value you. They're 
the ones that, they're never going to pay you more money, because they don't 
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have that value. They're probably the ones that already are the ones that are 
slow payers. They complain, they moan. You've probably got those. Those 
people, some people call them the PITA clients, the pain the ass clients. 

Mark: You've got them, I'm sure. Your life will be so much better, so much easier 
without them. So please don't fear putting your prices up. Because if you do lose 
some clients is probably going to be a good thing. And actually, think of it this 
way, think of it this way. If you put your price up by 20%, on average across your 
entire firm, if you put your price up by 20% across your entire firm, let's imagine 
20% of your clients leave. Which I've never heard that happened by the way. I 
tried to do that in my firm in 2001, I tried to exit 20% of my clients by increasing 
the price by 20%. And none of the buggers would leave. 

Mark: So, I had to do it two years in a row, I did two lots of 20% increase in 2001, 2002 
in my firm, because I had to get rid of some. But even if that happened, if you 
put your price up by 20%, on average, across your client base, and if 20% were to 
leave, if you do the math on your top line revenue is almost exactly the same. It 
ends up being, I think 0.96 it's almost the same revenue, your profits are exactly 
the same. But you've got 20% less work to do. Because you've got 20% less 
clients. You can now take Friday's off. 

Mark: That's the result, if you put your price up across your firm by 20%. And if you lost 
20%, which is unlikely, then you're in the same position, but you can take Fridays 
off. That's not a bad result is it? So, we need to be more confident about putting 
prices up and expecting that some people will leave. And the ones that leave will 
be the ones that are the worst clients, the ones that don't value you. 

Mark: But here's the other thing that's interesting. And I've heard this so many times 
from accountants and bookkeepers that I've taught, they've said to me, "I've had 
the conversation. And the client said to me, I was wondering when that was 
coming, I've always thought you were too cheap. I've always thought you should 
put your price up, but I wasn't going to say that to you." 

Mark: And they were just expecting it. And so, they're perfectly happy. We fear these 
things, we fear the pricing conversation, because in our minds, we're thinking 
about the worst-case scenario, the client is going to leave. If I put the price up by 
20%, they're going to leave, we fear that. Fear, by the way stands for false 
evidence appearing real. We worry about things that are never going to happen. 
Let's not fear things, let's have the confidence. It's your practice, it's your firm, 
you can choose the prices. 

Mark: Okay, so let's move on to strategy number three. So the first one, just a quick 
reminder. The first one is what we want to do is we want to change the way that 
we express the price, like chunk it down to a small number. The second strategy 
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we've talked about is we want to create a different anchor, a different reference 
price. And one way of doing that is to talk about what they should be paying, 
what new clients are now paying, new clients at the same time, what they will be 
paying. Double would be a good place to go with that. 

Mark: So, let's go to number three. The third thing that we can do is to make it difficult 
to compare last year's price with this year's price, is if in the past, what you've 
done is give the client a single fixed price. This is the price for doing the 
bookkeeping, or whatever the service is. What we want to do is now give 
choices. And I know you've heard of this; I've been teaching this... This was the 
first thing I did in my firm in 1999. I call it menu pricing; we want to give people 
choices. 

Mark: And I'm going to tell you what menu pricing is first. And then what I'll do is I'll 
explain why it's such a powerful strategy, when you are repricing your existing 
clients. So, let's start with, first of all, what is menu pricing. I do have a couple of 
slides, which will hopefully make this clearer for you. Here we go. So, menu 
pricing, you've seen it before. Sometimes it's called the bronze, silver, gold. It's 
giving people a choice of different packages. Okay, you'll have heard it under 
different names. Bronze, silver, gold, some people call it packaging, some people 
call it bundling. 

Mark: The technically correct version, if you read the textbooks, is versioning. We 
create different packages. And the reason we do that is because everybody 
values things differently. And what we're to do, if we're value pricing, we want to 
set our price at the amount that they value what we do. Not our time costs, 
because costs are irrelevant. It's what the customer values. If your customer 
values what you do at a higher level, we can quite rightly charge a higher price. 
And that's fair on the customer because when we charge a higher price, we have 
the budget, the time, the resources to go above and beyond and deliver a world 
class service. 

Mark: I know for every one of your clients right now today, you could do more. And the 
reason you don't do more is because you'd have to charge for that, and you'd 
have a conversation. But for every one of your clients once you've done this stuff 
that you've agreed to do and the data entry, the bookkeeping, for example, the 
payroll, every one of your clients, you could go away and think about them and 
come up with ideas, to help them in their life, to help them achieve their goals. 
Ideas that might reduce their costs, improve their efficiencies. There’re things 
you can do, because you've got so much knowledge. 

Mark: And what stops us doing that is we run out of budget, we're worried that if we 
go and spend some discretionary time, some thinking time about the client, then 
we're either going to not get paid for it, or we're going to have a fee dispute. So, 
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we don't do it. Easier just to do the things the client's asked us to do. But we can 
do more. And if they paid us more than we've got the budget, the time to do 
that, and therefore the customer gets more, they get more value, and we get a 
higher price. 

Mark: That's the great thing about value pricing, we're on the same side of the table as 
each other, we both want the same thing. We both want to create more value, 
because it's better from the customer's point of view. And from our point of 
view, we can also charge a higher price. So where was I going with that? I've no 
idea. So, we give them choices. Because we want to price based on their value. 
The problem, the difficulty with that is we have no idea how much they value it. 

Mark: How do we know how much somebody values bookkeeping? We don't know. 
But what we do know is that if you take any two clients with the exact same 
scope of work, size of business, number of transactions, if we take two clients 
with the same business, the same scope of work, we know they'll both value and 
be prepared to pay for bookkeeping at a different level. One might happily pay 
double. And therefore, we need to find a way to charge them double. So, we can 
then do more for them and give them a better solution. Win-win. And one way 
of doing that is menu pricing, where we give them a choice of three options. 

Mark: So, let me talk about these three sheets of paper. It was at the end of 1999 when 
I met Ron Baker, and he explained value pricing to me. And at the time, I came 
from a tax background. So, I did a lot of tax planning. And in the UK, one of the 
things that was very common and that I did a lot of, and it's I know it's the same 
in the US and Canada, I did a lot of incorporations. So, in other words, if you have 
a client or business you meet, and they're trading as a sole proprietor or 
partnership. Very often, if they're a profitable business, there are benefits of 
moving that business into a corporate structure. 

Mark: In the UK, we call it a limited company in the US it would be an S-Corp or a C-
Corp. There’re benefits of doing that. Usually, it's tax benefits. But there can be 
other benefits as well. That process of moving a business out of a sole 
proprietorship or partnership into a company we call incorporation. I believe it's 
the same in the US. So hopefully that translates. 

Mark: Anyway, I used to do incorporations, I came from a tax background. And when I 
started my accounting firm in 1996, let me turn off the three sheets of paper for 
now. When I started my accounting firm in 1996, I didn't know how to price that. 
So, I decided to choose a number somewhere between 200 and 250 pounds, 
that's roughly $250 to $300. Why did I choose 200 to 250? Simply because when 
I was working as a corporation tax manager in a large multi-partner firm in 
Sheffield, just down the road, whenever the invoice was raised for the client, it 
was typically between 300 and 350. So, I thought I was really clever. I thought to 
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myself, "I'm now a sole practitioner, it's my own business, I have less costs, so 
I'm going to go in less and win more business. So, I'm going to go with 200 to 
250." 

Mark: Now, that is a stupid thing to do. It's a crazy stupid thing. Because we shouldn't 
charge less just because our costs are less. We have to think about the value, the 
value of what I provided in that service how does that differ from the value I 
provided when I was the manager in a large multi partner firm? It's no different. 
If anything, it was better because now I'm the owner of my own business, I went 
the extra mile. I would make sure I give them a more personal service, and do it 
faster, and so on. 

Mark: So, if anything, the price should go up. My costs are irrelevant. But anyway, 
that's what I did. But here's the crazy thing. In the next two and a half years, I 
saw many, many businesses that should have been incorporated. And when I 
explained the tax planning and the ideas behind it, they'd asked the question, 
"So what will that cost?" And I would say "Between 200 and 250." And 
amazingly, surprisingly, at least half the time what I got back was "That's 
expensive, isn't it?" 

Mark: And the first few times of that I was a bit puzzled. And after a year or two of this, 
I was starting to getting really angry. I'm thinking "This is not expensive. You'll 
pay way more at the firm down the road, the multi-partner firm, this is the cheap 
price. Why are they saying this is expensive?" And what I learned was that one of 
the things you should never, ever, ever do is when somebody asks the price 
question, "How much?" you never ever answered the price question with a 
price. 

Mark: Because what happens is 200 to 250, they don't know what the value is, so their 
brain goes away, they compare it something else, and they come back with an 
emotion of feeling. Usually that's expensive. What we have to do is before we 
ever talk about price, we have to build up the value better. So, I came across this 
idea of value pricing in '99. And the very first thing that I did was to apply it to 
this incorporation service. Which I did a lot of, it was what I was good at. And it 
was easy to do. I mean, yes, I'm only charging 200 to 250, but it's only a few 
hours to do the work. It was very simple. So, let me go back to my three sheets 
of paper. 

Mark: So I created these three sheets of paper, I know you can't read them. And 
they're probably not relevant anyway. But these were written in 1999, they 
should be in a museum. And I don't know if you can read the numbers on there. 
But I decided to come up with three options. I didn't call it bronze, silver, gold. I 
came up with three-star, four-star, five-stars. But let's go with bronze, silver gold. 
And so, what I did is basically two things happen. 
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Mark: Number one, by creating the sheets of paper, I was able to explain the value of 
what I did. But also, it gave them a choice. And the interesting thing is, because I 
knew I was too cheap, by 1999, I knew I was too cheap, and I had to change my 
prices. So, my cheapest level, the bronze level, was exactly what I did before. But 
I took some stuff out, I made it a really cut down version, just the essentials for 
doing that piece of work. And yet, I made the price of 375, much more than the 
old price. Now the middle price was essentially what I did before, and I made it 
750. Okay, before I was between 200 and 250, I made it 750. My top one was 
1,275, I was creative and added some more value, some other tax planning 
ideas, looking at company cars, and a few things like that. 

Mark: This is what happened. When I had the price conversation over the next few 
years, I would show them these three sheets of paper, I'd walk them through the 
different options. And a couple of really interesting things happened, one of 
which was for the next two years nobody ever said, "That's expensive." Even 
though they were much higher prices. And the second thing that happens is, I 
have no idea why. But what happened was, most people chose the middle one, 
the 750 pound one. What was also interesting is twice as many people chose the 
most expensive compared to the cheapest. My average price went up by over 
three times. 

Mark: For two years, I had no idea why. I had no idea. But I was happy with that, over 
three times the price. And nobody said that's expensive. Now I then started 
studying pricing and the psychology and so on. And now I understand why it 
happens. There is some science behind this. There's a psychology behind this. 
And so, when you present three choices, I call it the magic of three, what you will 
find is when you get it right, when you use the magic of three, most people in 
society choose the middle one, most people choose the middle one. And the 
reason why is because behavioral economist teaches that we are risk averse. 

Mark: And the reason why we choose the middle one is it feels the less risky, it feels 
the safest. You see if I was to buy the cheapest option, there's this worry about, 
"Well, if I buy the cheap one, will it really do what I want it to do?" If we buy the 
most expensive one, we worry, "Am I paying too much and paying for things I 
don't need." The middle one seems the best of both worlds. I'll go for the middle 
one. Most people choose the middle. And this is really powerful. We can use this 
in all sorts of ways in our pricing, we structure our packages and the price points. 
There's some really interesting stuff that we can do. 

Mark: Now, you've seen this strategy now because when I started teaching it back in 
2000 after it worked for me. Almost nobody was doing it in 2000. Now most 
people are doing it particularly in the software industry. Let me just give you a 
couple of examples. So, the most successful company on the planet does this, 
Apple if you go to their website to buy an iMac for example, they'll offer you 
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three packages. They don't call it bronze, silver, gold, but there's three packages. 
Because they know it works, they understand the science of this. The most 
profitable coffee shop on the planet is the one that started in Seattle, Starbucks. 
If you buy a latte from Starbucks, they give you three choices. The tall, that's the 
short one for some reason. The tall, the grande, and the venti. Because it works. 

Mark: Even close to home in our industry, we see it in other businesses. Intuit, for 
example, use it. And now probably pretty much every software company, 
anyone in the SaaS industry now uses menu pricing. Why? Because it works, 
because it works. So, let's now go back to how did this apply? Why does this 
work as a strategy with repricing existing clients? So, if last year you charged 
$2,000, this year, you want $2,400. But you want to make it hard to compare. If 
last year was $2,000 this year, we give them three choices. I'm going to use the 
phrase bronze, silver, gold, it's not great language, but you get the point. 

Mark: So, in your bronze one, what you want to do is look at what you did last year and 
ask yourself the question of all these things I'm doing to get the result the client 
wants, what are some of the extra things the non-essentials I could take out. In 
other words, make the bronze a no frills package the bare minimum and make it 
a similar price to last year, the same price if you're really worried about losing 
the client, or perhaps a little bit more, 5% for that thing called inflation. 

Mark: Then you have your middle one, and the middle on what is what they got last 
year, and perhaps a couple of extra things. An extra report or an extra meeting 
with you. And you price that at where you want that to be, in this case $2,400. 
And then you get a premium or gold, and you just brainstorm What else could I 
do to give them a great result? And make it a much higher price. And then you 
go to the client and you give them a choice. Let the client choose. And so, what 
will happen is many, many times, as long as you explain the value of what they 
get in the middle one, when you explain the value of what they get very often 
they will choose the middle one. In other words, they will choose to pay you 20% 
more, they will choose to pay you 20% more. The worst that can happen is they 
can always choose to pay the same as last year and just get a bit less. 

Mark: And some may do that. And that's fine. What you will find is some may even go 
for the premium. So just using that one strategy. I've been teaching that to 
accounting firms since the year 2000 now, about repricing their time clock entire 
client base and using menu pricing. And I've had stories come back to me over 
and over and over again of firms saying "I've used that one idea. I've used menu 
pricing when repricing my existing clients, and I've increased the average fees of 
my entire firm by 20%. And almost lost zero clients." 

Mark: And in many cases, I've had stories of people saying I've not lost any clients 
either. So, I said to you, if you lose 20%, it's not that bad, because you end up 
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making the same money for four days a week. But the reality is, when you 
communicate in the right way, when you do it in the right way, you'll be 
surprised how few clients leave. Because most of your clients do value you. Most 
of them value you, they love working with you, most of your clients know you're 
too cheap. And so, they'll still carry on working with you. And there is one other 
thing that's really in our favor here that you must not forget. We're in a sticky 
business, we're in a relationship business. 

Mark: In other words, it's difficult changing accountants or changing bookkeeper. It's 
not like changing a coffee shop or the place we go to buy clothes for 
transactions. It's a relationship they have with you. And so, to move to 
somebody else means finding somebody else that they like, that understands 
their business like you do, it's difficult to change accountant or bookkeeper. And 
so, we have to recognize that and recognize that the relationship that we have 
with our clients has value. So, let me recap on those three things. We have 15 
minutes left, I believe. 

Mark: So, number one, express the price in a different way. Number two, change the 
reference price, create an anchor a number three, use menu pricing, give 
choices. And if you combine all three of those together, then you'll get some 
interesting results with your repricing. Now I want to show you a couple of 
things I want to do before, we finish and look at some questions. I want to talk 
about how you have the conversation, briefly. But also, just to let you know that 
if you want to learn a bit more about pricing, if you want to learn more 
specifically about how to price bookkeeping services then it just so happens that 
every six months, I run a free event called the Pricing Bookkeeping Masterclass. 

Mark: I think I have a slide here. And I think I also need to put... I'm going to put some 
links in the chat box, which will get shared with you. If that's okay, Kirstin. Kirstin, 
is it? Yeah, Kirstin, if you could just share that. So, I run this every six months. 
And the way it works is this, I run three sessions back-to-back where we go deep. 
Over the three sessions online, it's about five hours of training. I go really, really 
deep, and it's complimentary. And the great news is, although I only run it every 
six months, it happens to be next week. Okay, which is really unfortunate. So 
next weekend, I'm running the Pricing Bookkeeping Masterclass. It's Tuesday, 
Wednesday, Thursday of next week, it takes place at 11:00 Eastern Standard 
Time, we go for about an hour and a quarter to an hour and a half of me 
teaching on each of the days. 

Mark: And then I answer questions, and I answer questions for as long as I get 
questions. So sometimes we go on for two and a half, three hours, if there's lots 
of questions. Three sessions, so across those, you get about six hours of training. 
And I teach you the things that you need to do to get better prices from 
bookkeeping. So, the link's now in the chat box and you can register your place. 
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Now, if you're worried because I know it's next week, and you're thinking "Yeah, 
but I might not be able to make all those sessions," then what you can do is we 
are simultaneously, as well as Zoom. So, when you register on Zoom it registers 
you for all three days at the same time, you don't have to register three times. 
Register once and then what will happen is Zoom will send you out the email for 
each of the three days. 

Mark: But if you miss one, they're being simultaneously run through Facebook Live 
through my Facebook group. So, if you're not in my Facebook group yet it's 
called Value Price with Mark Wickersham. Again, the link's in the chat box right 
now. If you request access to the group, please answer the two questions. The 
first one is an easy question. The second one, if you just say DBA conference, I'll 
know it's you, we'll let you into the group. It's a community of nearly 8,000, 
accountants and bookkeepers. And what we'll be doing is we'll be running the 
sessions through Zoom next week, but also through Facebook Live in the 
Facebook group. And the recordings will be left there, up until a week on 
Monday. So, if you miss a session, you've got a few days to catch up on the 
recording. Okay, that's next week. If you want to learn more about value pricing, 
then please feel free to join me. 

Mark: Okay, last thing I want to talk about very quickly, and then we'll answer a couple 
of questions is, the last point is, how do you have the repricing conversation? 
How do you have that conversation with the client? And my advice is this, you 
should always, wherever possible, have a face-to-face conversation. Now when I 
say face to face, I include within that a virtual meeting. Zoom, Microsoft Teams, 
GoToMeeting, whatever is your preference, it doesn't matter. And I get, of 
course, over the last 11 months, that's become now the norm in our profession. 

Mark: So that's fine. Zoom meetings, virtual meetings are fine as well, just make sure 
that you have your webcam, make sure they have your webcam, because you 
can do screen share and interesting stuff. But you must have a face-to-face 
conversation or virtual meeting with a client to talk price. Certainly, with a 
prospect. However, the one challenge we have is if you have lots of clients right 
now, let's say you have 50 clients, and you know have to increase the price of 
your 50 clients, it's quite challenging to find some time in your diary, your 
calendar right now to have 50 more meetings just to talk about price, that could 
be a challenge. 

Mark: And so, if you have lots of clients, it is okay to communicate price via an email, a 
letter, if that's the only way that you can do it, because of a time issue, a 
resource issue. However, you will always get a better result with a face to face. 
So, I encourage you have as many face-to-face pricing conversations as you have, 
particularly those clients, where there's an opportunity to upgrade them, those 
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that you enjoy working with, or those that you're making huge losses. And you 
want to explain that you need to put the price up by double for example. 

Mark: So, you want to have a face-to-face conversation wherever possible. How do you 
do that, given the fact that the scope of work is so difficult for let's say 
bookkeeping work? Well, one of the ways that you can do it is using a software-
based approach. I'm going to do a very, very quick demo right now in about five 
minutes because I want to answer questions, but I'm going to go through it a 
little bit more next Wednesday as part of the Pricing Bookkeeping Masterclass. I 
just want to just share with you an idea, a process for how you can get higher 
prices. 

Mark: And this is a process that firms that use this approach tell me over and over 
again, they get very often with existing clients not just 20% higher prices, but 
very often, they double the price. Sometimes three times, sometimes four times, 
I had a bookkeeper in the UK said to me he got seven times the price. And it's 
because of the psychology, the process. So, I'm just going to switch across for a 
second. And what I just have to do is I will need to... Just bear with me a second, 
hopefully you can see my screen, okay. I'm just going to log in. Okay, so this is a 
piece of software called Effective Pricing. I've been creating pricing software 
since the year '99, 2000, I created a software for my accounting firm. And this is 
the latest incarnation. 

Mark: So, let's imagine you are meeting with a client and you want to price let's say 
bookkeeping work. So, I'm going to go to bookkeeping, but you can price 
anything you want. So, I'm going to price bookkeeping. What we do, the process 
is this. When we have a conversation, a pricing conversation, we want to start 
off by asking questions to understand their needs, their wants, then we build up 
the value by explaining what we do. And you might use something like my three 
sheets of paper. And only when we finished building up the value, when the 
client knows what the options are, and so on, then the price is the last thing we 
talk about. 

Mark: So, when we get to the pricing part of the conversation, then what we want to 
do is ask a series of questions of which you may know many of these answers. 
We want to first of all understand the scope of the work, which is probably easy 
with existing clients because you know the answers to these but if it's a prospect, 
you may need to ask them questions. Like how many transactions per month 
might be something you asked for bookkeeping. 50 transactions, what industry 
are they in? Let's say the construction industry? How many bank accounts do 
they have? We ask a whole bunch of scope questions. 

Mark: I'm going to skip over bill pay services. And the scope questions are really 
important because as the more scope the more transactions, the more bank 
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accounts, we can then behind the scenes, the price wants to be higher. But what 
we also want to do and this is even more important is to give clients choices 
because everybody's different. And so, we offer preference questions, we give 
choices. So, we might say things like, "Tell me how frequently do you want the 
bookkeeping. Do you want it... I know you've had it done monthly. A lot of our 
clients love it weekly, because they have access to information more frequently." 
"Do you know weekly sounds really good. Can I have it weekly please?" "Yes, you 
can have it weekly. Would you like us to scan your records, saving you having 
that big box of stuff you've got to store somewhere, we can scan it for you so 
you just have it on a USB stick. Save space in your office?" "Yes, that's brilliant 
please." 

Mark: "Would you like us to work at your premises?" "Yes, that would be great." Do 
you want a review meeting? Do you want to meet up? And if so, do you want to 
meet up once a year, once a quarter?" "Do you know what meeting up every 
single month will be awesome for a review meeting." So, we give people choices. 
This is important because everyone's different. And then we start to learn from 
their choices, what they value. If someone wants weekly bookkeeping, then they 
value weekly bookkeeping. So, having then done that, we can then remind them 
what our different options are. So, remember menu pricing? You now present 
them with the bronze, silver, gold. And you may have done that with your three 
sheets of paper already. 

Mark: But to the extent that you might not have done, you could then remind them 
here, what they get. And then you ask the client, "Which of these three options 
do you think would be best for you and your business?" "I like the idea of the 
premium one." Once the client tells you which one they want to buy, then you 
reveal the price. In this case, it's 12 payments of $992. Now you might be 
freaking out at this stage, and perhaps the client might be, but this is not a 
problem. Because what the software is doing... What we want to do here is price 
high. Why? Because 12 payments of $992 creates an anchor. Now if the client 
says yes then you're really happy, because you have a great fee, but probably the 
client will say that's expensive. So, we prepare for that. 

Mark: We want the client to say that's expensive, because we're creating an anchor in 
their mind. What we can now do is if the price is too high, we can explain why. 
Well, the reason it's $992 is because if I just go back a page, "You said that you'd 
like the bookkeeping weekly. Now you've always had it done monthly in the 
past. If we do it weekly, we have to do things more frequently. That's why the 
price is higher. Tell me do you really want it done weekly or are you happy with 
monthly, it's your choice?" And the client might say, "What's the price if it's 
monthly?" 
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Mark: "Well, if it's monthly is no longer $992. The great news is it's only $861." Now 
what happens is they judge the $861 in the context of the $992. They want to 
buy from you, but it's a lower price. So, they're more likely to say yes than had 
you have gone in with $861 at the start. But if it's too expensive, it's fine. You can 
keep coming back and you can change other things. Only change one thing at a 
time, perhaps there's no review meeting. Perhaps you don't scan the records. 
And you keep changing things one step at a time until we find a point, it's now 
down to $602. So, it was $900 and something it's now $602. 

Mark: At some point in the range. At some point the client will say yes, you've made 
the sale, client's happy, you've got a good fee. There's always of course, the 
option, if it's beyond their budget to go for the full option. Instead, you could 
say, "Well, why don't you go for the full instead this year, and then perhaps as 
your business improves, you could upgrade to premium whenever you want." 
And there's some other things that we can do as well, which I don't want to go 
into right now, because I want to just take a couple of questions as we finish. So, 
have we got any questions? 

Kirstin: We do, we do. One question, I know that there's probably a lot of people who 
have this situation, it's a client has lost a lot of business due to COVID. And their 
revenues have decreased, but also, the time commitment on the part of the 
bookkeeper has decreased simply because there's not as many transactions, 
things like that. How might that affect any sort of pricing when it comes to value 
pricing and what options we have for them? 

Mark: Yeah, Kirstin, that's a great question. Thank you for that. So, in the same way 
that we should increase our price, if the scope of work changes, if the business is 
growing, that's one of the reasons we should change our price every year 
because client's circumstances change. But if the scope of work goes down the 
other way, it's only fair that we also reduce the price. So it may be that we 
reduce the price if, and only if there is genuine reason, because the scope of the 
work is changing. If they've halved the size of the business, halved the 
transactions, then we should reduce the price. Doesn't mean we have to halve 
the price, because there's not a direct relationship between transactions and the 
work you do. But we should revisit the price. 

Mark: We should revisit the price minimum every year. But more frequently, when 
anything changes, when the scope changes, when their needs change. We have a 
pricing conversation. Now the COVID thing is an interesting thing, because a lot 
of people think "Well if the clients are struggling right now, should I put my 
prices down?" And the answer is no, you shouldn't, because the value has not 
changed. In fact, in the last 10, 11 months, with all the various reliefs and things 
that the governments have made available, businesses need to do more than 
ever before. They've got more questions; they need more help. 
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Mark: And so, we're in a position where we have an opportunity to do more for clients 
and add more value. When we add more value, when we help people get access 
to these loans, these government tax deferrals, whatever it might well be, if we 
can help them with their cash flow, then we should charge higher prices, 
because we're delivering more value. Now maybe you're thinking, "Yes, but I 
have a particular client I've had for years. It's Mary's business, I love Mary to bits. 
She's in a restaurant business, she's really struggling right now." Well, I would 
never recommend you just reduce your prices, because you've got to stay in 
business as well. 

Mark: If you go out of business, then you can't help anybody else. Okay, you've got to 
look after yourself first, so that you can then afford to help other people. But if 
you do have situations where you have clients that you love, like Mary, then if 
you do reduce the price to help them, make sure you make it really clear what 
the price should be, and that you're doing this for a period of let's say, two or 
three months. And this is what you're going to do to help them get through 
these tough times. Do that to build the goodwill, if you want to, but make sure 
they are aware that you're doing it is a special arrangement. And it's for a finite 
period and the price will have to go up. But as a general rule of thumb, I would 
not reduce prices in tough times. Okay, we've got time for one more question, I 
think. And then we'll need to wrap up. 

Kirstin: Yep, one more awesome. Yeah, do you use the same basic script when you talk 
to the same client year after year when you're in the process of raising fees 
annually? How do you adjust from year to year so that you're not just saying the 
same thing? 

Mark: The same script from year to year? Well, firstly, it's better have face to face 
conversation. So, in a face-to-face conversation, you'll have forgotten what you 
said 12 months ago, and even if you said the same thing as 12 months ago, the 
client's forgotten. So, let's not worry about that. But even if it's in writing, you're 
going to want to create some systems and templates and structures. But they'll 
still be different because what will happen is, every year... I said to you think 
about what more could you do to make the middle option more valuable, the 
top one more valuable. 

Mark: A year from now you'll come up with new ideas to add more value. It may be 
that because of, this year, for example, there's some things that you could do 
this year you couldn't have done last year because of COVID. There's some new 
release, some ways you can help clients. It may be a year from now, there's a 
new technology, some new apps that clients can tap into and you could help 
install in their business. And so, you could build those things you learn a year 
from now into your middle and top packages. So, you can always present 
different packages, different choices, different options every single year. But in 
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terms of the conversation, the structure, and if that's in writing, that won't need 
to change from year to year. You can still use essentially the same words. Okay, I 
think I'm out of time. 

Kirstin: Yeah. Thank you so much, Mark. This has been great. 

Mark: It's been awesome. And if anyone's got any more questions, join the Facebook 
group and ask me questions there. That'll be cool. 

Kirstin: Yeah, I'm in that Facebook group. 

Mark: Good stuff. 

Kirstin: Great. Thank you. 

Mark: Thank you. 

 


