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CEI 042: Finding (and Charging) the Right Price  

 

Megan 
Dougherty 

Hey there and welcome to episode number 42 of Connect, Engage, 
Inspire; the Firepole Marketing podcast with Danny Iny, creator of 
Firepole Marketing and bestselling author of Engagement from Scratch.  

Online entrepreneurs like you tune in to this podcast every week to learn 
how to build an engaged audience that connects with their humanity and 
drives their business to success.  

In today’s episode, Danny and I discussed the thorny question of figuring 
out what price you should charge for your products or services.  

Let’s get on with the show. 

Hi there! I’m Megan Dougherty and I’m here today with Danny Iny, the 
creator of Firepole Marketing. Danny, I don’t know if there’s any one topic 
that challenges entrepreneurs and business owners as much as the issue 
of finding and charging the right price for their products or services. Why 
is that?  

Danny Iny Hey, Megan. That’s a really great question. It’s such a challenging space 
because there is so much that goes into the figuring out what the price can 
and should be and then actually asking for it.  

So to figure out what the price is, you have to know how you stack up 
against your competitors, what they’re charging, where you’re better or 
where you are worse, where the better and different value propositions are 
for the customer as it’s going to be seen by the customer.  

And you don’t necessarily have great visibility on all of those things. You 
have to look at it from the perspective of the customer who’s looking at 
what they’re going to get and what they’re going to experience, as opposed 
to from the perspective of the person putting the product or offer together 
who looks at how much time went into it and all the materials and all that 
kind of stuff, which at the end of the day don’t matter as much to the 
customer. But that’s kind of top of mind for you as the person putting the 
offer together.  

And once you figure out what is the price that makes sense, in the context 
of all that and in the context of your positioning in the market, you then 
got to kind of own that price and have the guts to actually ask for it, 
comfortably. And that brings in a whole load of other psychological issues 
that people have around money and their relationship with money and the 
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value that they’re providing.  

So it’s a giant mess of things that go into this that many of which, or 
sometimes all of which challenge entrepreneurs. And the huge challenge 
is that – the flip side is that it’s a very important question. I mean, how 
much are you going to charge is among the most important things that’s 
going to determine how well your business does.  

So it’s a sticky and difficult issue. No question. And those are some of the 
reasons why.  

Megan 
Dougherty 

Definitely, Danny. And I think you touched on something really 
interesting is that it’s often difficult for people to ask for money for their 
services at all. Why do you think that’s so hard for so many people?  
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Danny Iny I think that first of all, people just feel uncomfortable around money. 
Money is something a lot of people grew up not discussing or feeling like 
it’s impolite or something that just kind of happens on the side but we 
shouldn’t really deal with it too much. And that’s challenging if you’re 
selling something and that’s part of what you do.  

People also have a very—I’m going to say, almost strange relationship to 
money and asking for money. If you think asking for money is bad and 
you’re feeling apologetic about it, then you feel like you need to apologize 
for your prices, as if you should be giving everything away for free, it 
doesn’t make any sense. But it’s still where a lot of people are coming 
from. They feel bad asking for a price for any kind of money.  

And I mean, there’s a degree of kind of owning and respecting your self-
worth and what you’re putting out into the world there that needs to just 
be in place. That’s important.  

And I think another part of it comes down to pricing anchoring. So price 
anchoring, you know, when you’re looking – we’ll probably touch on this 
again when we talk about setting your prices and justifying them to your 
customers and all that. It’s about how a price reflect relative to other 
things that are available to the customer, right?  

So if I’m selling a bottle of wine and it costs $50, you compare it to a 
bottle of wine that’s $100 and mine feels like a good deal. If you compare 
it to a $10-bottle of wine, then mine feels like a premium bottle, more 
expensive bottle depending on how you’re presenting it.  

So there’s all of that when it comes to presenting your prices to a 
customer. But then there’s all of that when it comes to setting your prices 
because your price anchoring as the entrepreneur is the other frames of 
reference that you have which are a; your inputs to create whatever it is 
that you’re looking to sell.  

So if you’re selling a service, then it’s just your time and you feel like—
well, this doesn’t cost me anything so how can I justify charging all these 
money for it? If it’s a product then, your material should cost you a lot less 
than you’re charging for the output because otherwise it wouldn’t make 
sense to make the sale in the first place?  

So it’s like well, if I’m getting materials for this much, how can I afford, 
how can I justify charging so much more for what I’m creating with it 
when the only difference is my time?  
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Another price anchoring point is the effort. You may be creating a lot of 
value for someone, but for you it’s easy that’s why it’s your expertise. So 
you’re thinking, well, this is easy for me, how can I charge so much? And 
the other thing that a lot of early stage entrepreneurs struggle with when 
they’re coming from whether it’s a corporate or a job type background is 
the money that they used to be making.  

So the money that you get paid in a job is on a whole different scale from 
what it makes sense to charge as an entrepreneur. First of all, because in a 
job, you’re guaranteed 40 hours a week, whereas as an entrepreneur 
working for yourself that is not guaranteed. So the value of each 
individual hour becomes a lot higher.  

We’ve also got a lot more cost to cover, whereas when you’re an employee, 
you don’t. Although the cost of making the sale that leads to the money 
that ends up in your pocket at the end of day, they’re somebody else’s 
responsibility. So if someone thinks—well, I was making $45,000 a year 
before that. That works out to $22.50 an hour, well if I charge $25 or $30 
an hour, then I’m way ahead.  

How can I justify charging more than that when in practice, if you’re going 
to be charging, providing a service $25, $30 or whatever it is an hour, and 
you factor out all the time you spent building the business and growing 
the audience and getting customers, none of which you get paid for. And 
you filter out all the cost of delivering a product or service; you end up 
with practically nothing.  

So all of that is stuff that just throws entrepreneurs way, way off in 
figuring out what is the price that makes sense for them to charge.  

Megan 
Dougherty 

So, there are a lot of elements that kind of cause people to question what 
their prices should be or feel like they’re not setting the right prices. Is 
there kind of a standard practice as to what makes a price fair and how to 
come to that conclusion?   
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Danny Iny Yeah. So it’s actually a lot simpler than people often make it ought to be. If 
you go to business school, they’ll talk about cost plus pricing. So this is 
what it costs me to produce, and they’ll add a certain margin or mark-up. 
They talk about value pricing. They talk about outcome pricing. They talk 
about – there’s all these different ways that you can structure.  

But here is the bottom line: for a deal to make sense, for all parties, it’s got 
to be a value greater than cost relationship. In other words, what you were 
getting from the customer, the money that they’re paying you is worth 
more to you than the time and energy and effort, materials and cost 
they’re going to providing them whatever they’re buying. So it’s a good 
deal for you.  

Likewise, whatever it is that they’re buying, the total package of what 
they’re buying, the product, service, the offer, whatever, has to be worth 
more to them than the money that they’re spending. So they’re getting a 
good deal. They are happy with the outcome. The outcome that they’re 
buying is worth more to them than the cost. There’s a net gain for them 
which makes it a good price for them. There’s a net gain for you, which 
makes it a good price for you, and everybody wins.  

That’s the bottom line. If everybody wins, then it works out. Then it’s a 
good fair price. That’s really the only benchmark at the end of the day that 
is going to effectively make sense.   

Megan 
Dougherty 

And I think that does make a lot of sense and all of our listeners will kind 
of intuitively feel that that’s a reasonable way to set a price. But what kind 
of goes into that on a more practical level. If you’re sitting down with the 
services you’re providing and your ideal customer, what’s the process of 
arriving at that number?  
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Danny Iny Sure. You know, you’re right. I mean, it’s great to say the value greater 
than cost in theory and that’s a good gut check to see if what you’ve done 
or doing makes sense. But it’s very hard to arrive at a number based on 
that because it’s multiplying bunch of things that you can’t quantify.  

So what I recommend people do is you want to establish a kind of 
spectrum of pricing. The lowest price that you can charge is the lowest 
price that you can charge and still break even, still turn a profit, right. You 
can’t lose money on a deal. So that’s like your minimum.  

And then your maximum is as much as the market will bear. In other 
words, looking around at all of the options that are on the market and 
what your audience or customers, your target market can afford, what is 
the most that they can possibly afford to spend on this. So that’s 
spectrum. That’s your band of possible prices.  

Within that spectrum, where you fall in terms of those prices is a function 
of your positioning in the market place. So what are other people 
charging? And how do you stack up against them in terms of value and 
experience you provide, in terms of your credibility, in terms of how you 
are positioning? Are you the premium, deluxe BMW of your space, of your 
market? Are you the Wal-Mart, the cheapest possible offer, option? Are 
you somewhere in between, the Honda or the Acura of your space where 
it’s kind of like best value for money equation?  

They’re all legitimate positioning spaces. They’re all places you can be. But 
once you’re within that spectrum, you know, kind of that range of what 
you can charge from the lowest to the highest option, it’s about how do 
you stack up against the competition and what is going to convince people 
to come and buy from you instead of someone else. And it should not be 
that your price is cheaper. It certainly should not only be that your price is 
cheaper but the other justification, the other explanations are going to 
have a correlation with your price.  

Megan 
Dougherty 

Perfect! Thank you for that. In your experience, Danny, with the different 
entrepreneurs that you’ve been working with over the years, what do you 
find are the really common mistakes that they make when setting the 
prices for the first time or even when they’re more experienced?  
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Danny Iny Well, they get it kind of going both ways, and I guess, sometimes, even 
when they hit the right price by accident. So often, people will just charge 
way too little. They don’t have a good benchmark of what the stuff they’re 
putting out is worth. They’re really benchmarking against what they were 
making in their old job or what it’s costing them to produce, which those 
things shouldn’t matter to the customer. And so, the price is just way too 
low.  

And that’s really problematic because I see a lot of people getting into the 
online business world or any business world, frankly, and their prices just 
– if you do the math and you multiply how much of this do you have to 
sell in order to reach your target income, and what are your cost and how 
much time does is it take, it’s like the math never works. It’s impossible to 
make the business work in that way. So setting your prices too low is one 
thing.  

I also see the flipside of just setting it way too high where it’s kind of not 
based in any bases and fact. So there’s the kind of old adage that you get 
what you pay for, and value is inferred from price. And that’s true to 
certain extent. If something is more expensive, we will expect it to be 
better.  

But just because you make more expensive does not position you as the 
premium offer in the market. There’s a lot more that has to go into 
justifying, like, you have to deliver a better experience. And so, I also see 
people kind of saying, “Well, I just want to be the premium offer,” and 
jumping into the high price that isn’t really justified.  

So basically, the mistake that people make going both ways is that what 
they’re doing is setting a price based on nothing in the real world. Not 
based on the value they’re creating for their customer, not based on the 
experience their customer is going to have with them rather than their 
competitors, that’s the mistake people make either way.  

The more granular and refined mistake is, and people don’t raise their 
prices often enough, remember that there’s inflation. So if your prices 
don’t change for three years straight, then you’ve lost 7% to 10% of the 
total revenue you’re making. And when you lose 7% to 10% of your 
revenue and your cost stay the same, you’ve really lost a much larger 
percentage of your income. So that math is very tricky, and so you’ve got 
to raise your prices every so often just to keep pace with inflation.  

But beyond that, like, over time, delivering what you’re doing, you should 
be getting better at it. The value should be improving. Now that doesn’t 
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mean – by the way, your prices don’t have to go up. You can also be 
reducing your cost, right. Wal-Mart doesn’t raise their price 
incrementally, they get more and more power in the market and they get 
tighter and tighter operations so their costs go down. But you have to keep 
improving the way your business is working for it to work better for you. 
So one way or the other, those are both options.  

And testing assumptions; at the end of the day, even if you’ve done your 
research, you thought it out, the price you choose is an assumption, and 
price testing is really something to do. It doesn’t make sense to sell it at 
this price or at twice this price or whatever the amount might be. And 
maybe you’ll find that it’s a very price elastic market. Your customers 
don’t care about the price is substantially. You’ll get almost as many sales 
at a much higher price.  

You might even find that it sends a better signal. You got more sales at the 
price, you get more sales with the right customer or you get less sales but 
the total value is still better for you. The 100 sales times $100 is $10,000. 
The 50 sales times $300 is $15,000. That’s still better even though you’ve 
got half as many sales and you have more time and effort and attention to 
dedicate to each customer.  

So testing and validating those assumptions is something that it’s a little 
bit trickier to do. It’s something that hardly any entrepreneurs do well as 
they should. But most entrepreneurs don’t even do it at all, don’t even try 
to do it, which they should because it’s often where you stand to gain the 
most in the shortest amount of time. 

Megan 
Dougherty 

Well, the extension from that is if people aren’t really price testing as 
much as they should be, it means that mistakes are being made. And 
especially when those mistakes are public, like, to your audience, there’s a 
big reaction to that. So what do you do when you make a mistake and it’s 
either way too high or way too low that you’ve set this price at? How do 
you kind of recover from that misstep?  
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Danny Iny That’s a really great question. That’s a very challenging thing to deal with 
and it’s something that a lot of entrepreneurs do have to deal with.  

So the first rule of changing your prices is – and I’m assuming – we’re 
talking about having an audience, we’re talking about people who are 
invested in your brand. There’s traffic that’s coming to your site and 
leaving and never coming back and it’s always kind of new leads, then you 
can change prices and it doesn’t matter. In a situation where you’ve got 
relationship with the customer base, with an audience base, then it 
becomes trickier.  

So the first rule in that situation is there’s got to be a reason why. The 
prices can’t just spontaneously change. People are going to be like, “What 
happened? What’s going on?” There has to be a reason why. Why the 
prices are going up or going down because if you don’t explain the reason 
why, people will jump to the wrong conclusion. And the reasons people 
will assume is that if prices are going up, it’s probably because you’re 
greedy and you’re trying to fleece your audience which is not a fair 
assessment or assumption but it’s where people are going to go.  

And people, I’d even say, they get very defensive about their rights to pay 
a price that may not be justified. So if you’re raising your price, it’s 
because you’re greedy, it’s because you’re selfish, it’s because you are 
trying to take advantage of the market. You’re going to hear unpleasant 
things.  

And if you drop your prices—well, what’s going on? Is the business not 
doing well? Are they in trouble? Have they just been overcharging people 
before? Did all their old customers basically get screwed? So it raises a lot 
of those questions.  

So if the price is going up, it should be because there’s more value. Well, 
look, we’ve revised and refreshed the whole course. We’ve added all these 
extra content, we’ve added these support people to better serve our 
audience, so the price is correspondingly higher. That’s legitimate. People 
understand where it’s coming from.  

If the price has dropped, well, it’s because we’ve gotten better at doing 
this. We’ve become more efficient, it’s costing us less so we’re passing 
those savings on to you. You want to always tell that story. And you can, if 
it’s a dramatic change if you were just out of the ballpark.  

It’s okay to tell your audience, “You know what? We took a long hard look 
at what we were doing and the value being provided and the cost to us to 
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deliver, and it wasn’t adding up. What we were doing didn’t make sense. 
And so our pricing structure has changed dramatically. And this is where 
we are now because this is what makes sense for us.” And that can be the 
prices going way up because you’re looking to serve a different segment of 
customer and they’re the ones who are getting the value and that’s will 
just make more sense and it wasn’t even profitable for you to do it before. 
It could be at the cost that the prices are going way down. And in that 
case, expect to get requests from recent customers and sometimes not 
recent customers saying they want a price match, they want their money 
back.  

And you don’t necessarily have to give it to them. My policy is that – I 
mean, honestly, if someone buys something at a certain price, they 
decided they like the deal, they want to do it, there’s no reason they 
should be entitled to a lower price. This is not like a retail kind of 
environment where you should expect something like a price match. I 
don’t buy into that personally. I’m not saying you shouldn’t do that but 
I’m saying you should know that those request are going to come. You 
should have a plan for what your response to that is going to be and why.  

And the only thing I’d say about these dramatic price fluctuations is make 
sure that this is what you want to do because you can’t send a massive, 
“Oh, we’ve rethought our whole strategy. We’re changing everything.” You 
can’t do that every three months. You can do that once as a big reset, if it’s 
a appropriate but make sure you’re resetting something that is 
appropriate and it doesn’t make sense.  

Megan 
Dougherty 

Well, kind of, on that note, because your customers, especially if you have 
a steady audience or a lot of customers are so involved in how this 
response is going to be taken, should you ever be asking them what they 
think a fair price is or is that something better to do, kind of, on the 
backend behind close doors?  
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Danny Iny That’s a really great question. It’s something lot of people do and think 
about and wonder about. And I have kind of mixed feelings about it. So 
here’s the thing; polling your audience and getting a sense of what they 
would expect to pay for something like this, like whatever it is that you’re 
looking to offer, it can be a good idea if you phrase it properly. It’ll give 
you a good sense of what their current expectations are.  

And then you should always phrase it along the lines of, “What are you 
currently paying for similar product or services?” Not, “What would you 
like to pay” or “What do you think it’s worth” because not good judges of 
their own behavior in that sense. And also, people have a vested 
interested. I mean, if you ask anyone, “Hey, should I charge you $10 or 
$100 for this?” Everyone is going to say $10. It’s a function of the value. 
Most people are not going to be honest. 

If you just ask people what they want to receive and what they want to 
pay, you’re going to hear crazy things. People are going to be like, I think I 
should get a lot of individualized one-on-one attention and you should fly 
to my location, work with me privately. And it should cost like, $2.99 
cents kind of thing. I mean, I’ve heard crazy, crazy things. We’ve done 
surveys just generally to poll what are the expectations of the market. And 
we’ve had people say, “Yeah. I mean, charge $10 for the 1,000 people and 
then raise the price to $15 for the next 1,000 people.” Stuff where people 
clearly have no sense of what it costs to deliver something of real value.  

So I would not poll your audience. I would not ask them what they expect 
to pay because their expectations are very skewed. You can’t trust that it’s 
not coming from a place where they just have a vested interested. That’s 
the reality.  

But polling your audience to ask what they’re currently paying for a 
similar or parallel solution could be good market data. But then you can 
just look at competitors in the market and see what they’re charging. So it 
might be redundant to actually go to your customers or your audience 
with that question.  

Megan 
Dougherty 

Okay. And I’ve just got one more question, Danny before we wrap things 
up. Sometimes you’ll see—personally, my favorite hairdresser in 
Montreal—a pay-what-you-want type of pricing or a sliding scale method 
of determining payment. What’s your opinion on that?  
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Danny Iny So they are separate things. Sliding scales and pay-what-you-want is not 
the same thing. Pay-what-you-want is a pricing structure where basically 
you say, “This is the recommended price. This is what I think it’s worth, 
but pay what you want or can.” I don’t know enough about the 
implementation of these pricing structures to have a strong opinion yet. 
I’m somewhat skeptical that it will work well but I’ve also seen case 
studies and reports of it working very well and very effectively.  

So I think it’ll definitely depend on what you’re looking to sell, what the 
market is, how much of a loss you can afford to take. You can more easily 
afford to pay what you want pricing if you’re selling an ebook where your 
cost of deliver is zero than if you’re selling a car or if they pay less than 
$10,000, you’re losing money.  

So there is stuff like that to figure in. I think there are cases where it can 
be made to work well. I need to do more research to really have a good 
sense of how well it could work. And I know a guy named Tom Morkes 
who’s written an ebook about it. It looks very strong and promising. So we 
can link to that in the show notes but it’s on my to-read list. So that’s 
really interesting to me.  

On the side of sliding scale, I also have mixed feelings about that. A sliding 
scale basically says that the price that I will charge you will vary based on 
your ability to pay, based on your income level or whatever. And it kind of 
comes to a certain extent from a place where you feel apologetic about 
your price. It’s like this is what I want to charge but not everyone can 
afford that so I really want to make it accessible to them and I feel bad 
that I’m charging this amount.  

I think if what you’re selling is really worth something, then it’s worth 
something and it’s fair and legitimate to charge that price. And it’s also 
fair and legitimate for you to decide on a case by case basis that you want 
to offer someone a discount or you want to give it away for free.  

But saying that everyone is entitled to it just based on what they’re 
making – I don’t know if that makes sense because that might not make 
sense for your and your business. I mean, at the end of the day, you’ve got 
to make sure that you’re making deals and transactions that are good for 
your business otherwise you can’t serve or support anyone.  

So opening up, setting up a pricing structure where you’re open to having 
to provide a service or a product at a cost that just does not make financial 
sense for you, I don’t know if that necessarily make sense of something to 
do. I would really advocate doing it more on a case by case basis because 
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ultimately, you should not be targeting a market that can’t afford what 
you’re trying to sell anyway. That just doesn’t make sense.  

Megan 
Dougherty 

That is a very good point. And so, we are coming up on our time for this 
call. And Danny, you know the drill—well, Danny, you started the drill. 
We’re really big on implementability at Firepole Marketing. So if 
somebody has listened to this podcast and they’re feeling totally inspired 
and energized by what they heard today, and they want to clear three 
hours this afternoon to just get started and start implementing, what 
should they do with those three hours today?  

Danny Iny I would take those three hours to do an audit on your price. So we talked 
about that spectrum of the minimum to the maximum costing or 
positioning in this space, I would take some time to really drill into that.  

So start by figuring out what is the minimum you can charge. There are 
often a lot of hidden cost that people don’t think of when it comes to 
delivering their product or service. So how much of your time goes into 
each delivery and each customer? What are the total cost? What are your 
cost of keeping the lights on, like your email auto responder or your web 
hosting or your survey tools or whatever else it might be? What are all the 
cost that go into delivering this service or product to your customer? And 
then, small reasonable margin, that is your absolute minimum cost.  

And then, what are all your competitors in the market? Map out all of 
those costs and look at how did you stack up against those competitors? 
Are you better? Are creating better outcomes? Are you more credible? 
And how do you line against them relative to price, just to get a really 
good look at how much does your price make sense. And you might find 
that you want to raise it, you might find that you want to lower it. In many 
cases, you’ll find that you might charging less than your minimum bar of 
what you should be charging for this make sense.  

So at the very least, this is going to give you some clarity and it might raise 
some very important questions for you think about and answer. That’s 
what I would do in three hours this afternoon. That would be a very well 
spent three hours.  
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Remember, if you don’t do the work you won’t see the results, so put in the time. 
And if you get stuck, email us at TheTeam@FirepoleMarketing.com - we’re here to help! 

 

Megan 
Dougherty 

Thanks for tuning in. You were just listening to Connect, Engage, Inspire, 
the Firepole Marketing podcast. If you enjoyed the show, we’d very much 
appreciate a rating and review here on iTunes, and make sure to head over 
to firepolemarketing.com where you can get free access to top rated 
marketing books, dozens of special reports on engagement and audience 
building, access to expert Q&A with Danny, and a whole lot more.  

And of course, stay tuned for upcoming episodes on marketing, 
engagement, and successful online business.  

 


