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Value Based Pricing 

Recording Transcript 

Our call today is all about value-based pricing. I know for some of you that are 
new to the program it’s probably the first time you’ve been in this conversation. 
For some of you that have been working with us for a long time this is going to 
be, perhaps, some new distinctions on looking at value-based pricing and some 
ways to start to take it to the next level. It’s very important for us to look at this 
and break it down into detail because some of the things I see is not only our own 
clients struggling with but other coaches, consultants, and trusted advisors. 
People that play a role where they are basically translating their knowledge, 
experience, and expertise into services and products. One of the biggest 
challenges there of consultants and coaches is under charging and under 
earning. A big reason for that is that they are stuck in a “trading time for money” 
trap which will never ever get you to a business model that is going to be 
sustainable. It means you have to work way too many hours. You won’t get a 
business model that is scalable either because when it’s you trading your time for 
money it’s very difficult to scale that business model. Lastly, those businesses 
basically break even, if they’re lucky, and rarely are generating a lot of profit and 
giving you the type of lifestyle and the type of ease you went into business for in 
the first place.  

A very important subject today. I’m calling this value-based pricing, how to 
charge what your services are worth and get it. You may have heard quite a few 
other people teaching other things like how do you charge what you are worth 
and get it. I purposely want to move it from charging what you are worth because 
I think that it does trigger us into thinking, “Wow, am I really worth that? It’s all 
about me.” And in fact that’s the big problem. It puts the focus on us as the 
service provider and, frankly, when we start to ask ourselves that question of are 
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we really worth this, I think 9 times out of 10 the answer comes up as no. It keeps 
us in that under charging cycle and loop which is under charging and under 
earning which is not going to help you. So we really want to remove this from you 
for today. Start to look at it in terms of really what your services are worth to the 
client so that you can start to feel really confident in your fees, how you’ve arrived 
there and, ultimately, how you’re going to be able to enroll clients into that new 
fee structure. I know that a lot of you have either successfully and considerably 
raised your fees, you’re still thinking about it, you’re on the fence, it’s half and 
half. Some of you are not there yet. I can promise that, wherever you are at in 
this process, this is going to be highly valuable for you today. It’s a conversation 
that we need to be in with ourselves as service providers really and truly at least 
every 6 months. At the very least once a year. Looking at our fee structure, is it 
really what it needs to be? Is it designed to give us, as the provider, the kind of 
results and lifestyle that we were looking for? 

I want to start with a few frustrations for when we haven’t fully adopted value-
based pricing into our business model. What are some of the frustrations? How 
are we going to know that an area that we need to improve? What are some of 
those frustrations we are going to be bumping up against?  

These are, typically, some of the clues. You find yourself with prospects asking 
for discounts. It’s probably one of the biggest indicators that you don’t have 
value-based pricing in place. If you did, nobody in their right mind would be 
asking for a discount. If that’s something that’s happening in your business you 
want to really listen up today.  

Equally so, you’re probably coming up against people who are saying, “I’m not 
sure I can afford it.” You get that objection on price. You personally, as the 
business owner, probably feel that you’re working so hard already, and there just 
aren’t just enough hours in the day to get the type of income that you want. A real 
frustration can be that you’re looking at others that you probably believe are less 
qualified than you, less able, less experienced, less of a decent person, and you 
look at them and they are earning more than you which is always a frustrating 
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place to be. It can feel like, no matter how hard you work, you’ve never got 
enough. Never enough to really break through and where that will lead to over 
time, not to be gloom and doom but let’s talk about facts, the large majority of 
business owners, especially small business owners, will go out of business or will 
burn out. Those are the statistics across the board, pretty much globally. A big 
part of it has to do with fees and pricing. It’s a big part of it. They simply run out of 
money and their passion starts to dwindle long before the money runs out as 
well. If you don’t get this right, you’re going to feel like you aren’t able to do the 
work that you are supposed to do, serve the people that you are really supposed 
to serve. You end up settling for mediocrity or just getting by because that’s as 
far as you can get. Worse still, having to give up your passion or your heart-
based work to get a dreaded J.O.B. In this sense, I mean having to go back to 
the workplace.  

Some of the common mistakes, using the example of coaches and consultants, 
service providers, are when looking at their pricing model. One of the biggest 
mistakes is viewing their own time as the inherently valuable piece in that service 
provision. They see that their time and deliverables are inherently valuable and 
then they are charging based on time and/ or deliverables. When I say 
“deliverables” you have a business model where you have to deliver: videos, 
branding, books, editing, websites. Deliverables can look like different things. It 
can be reports, feedback loops, different thing we have to deliver. Some of you 
are doing executive resumes. When you view those as inherently valuable you 
put a cap on the income. Particularly when we look at time, the biggest trap is 
that we compare ourselves to other similar service providers. Why do we do this? 
I think it’s pretty savvy to know what other people are up to in our field. I want to 
know where I’m bench-marking myself, right? I want to be benchmarking myself 
at the high end of the market, not the low end. Regrettably, a lot of people when 
looking at the fees that are existent in their own marketplace are actually setting 
their fees to undercut. Now they’re affixing a value based on what somebody else 
is charging. If we charge less than them, we’ll look more desirable, right? It’s 
really faulty thinking. We’re basing our fee structure on somebody else’s fee 
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structure when we have no idea how successful they are or how profitable they 
are, which they are probably not since most small businesses aren’t. They 
probably haven’t got the lifestyle you want to have either. Now we’re basing it on 
somebody else’s model in the marketplace and then trying to undercut thinking 
that will put us on a better position. As small business owners you cannot 
compete on volume. You never can. You’ll never have the bandwidth, the 
resources, the desire and the passion frankly to be able to do that. So 
undercutting is never a savvy strategy. It’s only a strategy for those people who 
are guaranteed to do volume. There is a lot of faulty thinking in that model. 
Another big mistake is not seeing a way to translate your advice, knowledge, or 
consulting into longer term gains for the client. Again it’s viewing your services 
through this lens of time and services delivered “now” and solving an immediate 
problem. It’s not, necessarily, looking at that long term so that when you actually 
work with your client now, they are going to be reaping the benefit of your advice 
and your expertise potentially for years to come. If you’ve done a good job and 
you’ve made a good impact and they’ve received some good outcomes, they 
don’t just throw that stuff away. They are typically going to be implementing that 
time and time again, hopefully honing it and fine tuning it further. Which means 
that, long after you’ve stopped working with them, the value of what you provided 
initially continues.  

Another mistake as well is not having your own courage and conviction about the 
value you provide. Which means your fees end up a reflection of your own self-
esteem, rather than the perceived value by the client. This is really important. It’s 
not about you. It’s about the client and that’s the piece we need to remove 
ourselves from.  

A quick tangent. A quick tip and tool. I had a mentor that said, “It’s not trading 
time for money, it’s trading chunks of your life for money.” All of us talk about time 
and we become very blasé about it. It’s just my time. I was just as guilty when I 
first went into business thinking that I had no costs, no overheads, and I would 
proudly say, “Oh, it’s just my time.” Until, fortunately, I got a real wakeup call that 
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this mindset wasn’t going to get me where I wanted to go. Let’s think about it for 
a moment. If you think about an hour of your time as a chunk of your life that you 
can never get back again, once it’s gone it’s gone forever, you can always earn 
more money but you can never, ever get more time. For all of us, time is running 
out, right? That’s the reality we’re up against so we need to think of our time 
really preciously. I started thinking about it as a chunk of my life that I am 
dedicating to serving others. I’m making choices here instead of pursuing 
something else, spending time with my loved ones, or something else that could 
be important and valuable to me. Am I really saying that my life is only worth 
whatever it was then, $50-100/ hr? No. Equally so, when you are looking at the 
numbers in your business, even if that’s the price you’ve put on your hourly rate, 
we also know that there is a lot of things that have to come off of that. Your own 
expenses. So even though that is a price that you state to your prospects or 
clients, it’s typically less than that. So you life is now considerably less that your 
stated fees. We need to shift that perspective. Your life is worth so much more. 
The experience, advice, and knowledge that you are bringing to your clients and 
how you can potentially help them is also worth so much more.  

Another mistake is looking at what other people are doing but in your industry 
and charging based on what others are doing or, alternatively, charging based on 
what you think you can get. Again, it tends to be aligned with what we see others 
getting. If they are charging that, could I really get more? We might increase our 
fees slightly but we tend to have a mental cap on what is possible for us on that 
hourly rate. And one of the big risks, when we charge by the hour, is that we get 
compared to other similar service providers and become a commodity. Or, if we 
are raising our fees, we get compared to other high-level providers. People 
quickly compare you to what they already know, let’s say like doctors and 
lawyers. Now, if they are not seeing you in that category, if they know, for 
example, that a lawyer can easily charge $500 an hour and they are not seeing 
your value as the same as a lawyer, good luck trying to get those fees. That’s 
exactly what will happen there. You will find yourself in that price objection.  
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Another pricing mistake that many consultants make is taking their yearly desired 
income and break it down into the amount of hours that they believe that they are 
available to work and serve clients, and then basically come up with a calculation 
of their hourly rate based on that. What always happens in that equation is that 
the hours that people think they are available to work, the hours many of us work 
in the early days, it never stands the test of time. For most of us, when we are 
starting out in business, we’re highly enthusiastic, we’re prepared to work the 
hours, but as the years go by it is not sustainable. We want to create 
sustainability in our business. We typically at that point want to be rewarded by 
the fruits of our hard labor and working less, but the less doesn’t impact our 
income, we are actually earning more. When we come into this hourly 
calculation, it’s based on the amount of hours that we think we can work and, 
over time, you realize through experience that you are not available for as many 
of those hours as you thought you were. There are many other things that will eat 
into that time. Even to the extent that, over time, you won’t want to be doing that 
amount of client delivery. It’s a model that doesn’t stand the test of time.  

The final mistake is charging low fees that end up with you feeling resentment 
towards the client. We’ve all been there, right? This is just the reality of working 
out those tough lessons. It’s great to have had that experience where we’ve 
enrolled a client and then had that sinking feeling knowing we have to deliver 
because we know what it feels like when we’ve really undercharged. It’s not a 
pleasant feeling. Let’s learn that lesson quickly and move on. We don’t have to 
learn it time and time again. But when you start to feel resentment towards your 
clients, that they are asking you for things that you really don’t want to give them 
the time or energetically you’re not there, it’s typically an indication that those 
fees were too low.  

5 keys that you are really going to need to help you with this.  

Understanding that the first sale, in terms of really charging what your services 
are worth, is going to be the one to yourself. Really understanding the perceived 
value of your services from the clients perspective. Understanding as well that 
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you are responsible for your own low fees, or the fee structure you have right 
now, not the clients. Clients are never, ever going to be focused on paying you 
more or giving you more than you asked for. I don’t think that’s ever happened, a 
client saying, “Wow this is fantastic. Vanessa was really undercharging for her 
services, let me just give her another $10,000.” Said nobody ever. So really take 
responsibility that your fees are really your business. You need a really clear 
process to be able to calculate your fees first so that you feel grounded in what 
you’re offering and not that you are just picking out arbitrary figures out of thin air 
and throwing them in front of a client. If you don’t feel solid in the value that you 
provide, your clients are going to pick up on that which is when they won’t move 
forward in working with you. Secondly, they’ll see you coming and see they’ve 
got a great deal and you end up resenting them down the line. You’ve really got 
to lean into the belief, on value-based pricing, that most people believe that you 
get what you pay for in this world. That’s a really good thing. It’s pretty universal. 
It’s something that is on your side. Most people equate high quality with high 
fees. If you had a serious illness, or something that was really rare, and you 
needed to see a consultant or special doctor, if they were giving away their 
services for free or giving you really small hourly rates you would not think you 
were getting quality advice. We have expectations that if we’re getting quality that 
we have to pay for it. Quality luxury cars are high priced. Quality housing in the 
best neighborhood, we expect to pay high price for it. Designer labels, high 
established brands, we do expect to pay for that. Now it doesn’t mean that 
everyone values that, but there is an expectation there that, on the whole, you 
get what you pay for. Just lean in to that belief for a while because I think that it 
will really help you.  

 

As the service provider, you need to be able to establish value with the client, 
that’s going to be key. I am going to be taking you through a process whereby 
you can actually be doing that in your conversations with clients.  
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It’s important, when you get to that place of signing up a client and you’ve finally 
got to that place of discussing fees, and it really is final and it is the last part of 
the process, you and the client should both be feeling really good about your 
fees. They are going to be getting value because they are going to be working 
towards a result and the outcomes that they want and you are going to be 
correctly and appropriately remunerated for your expertise and you’re going to be 
getting profit. You’re not just getting your expenses covered and a small amount 
for your time and energy, you really want you services to be profitable so that 
you’re way beyond breaking even. Again, isn’t that why you went into business in 
the first place? When you feel really good about your fees I know that there is a 
magic that happens. You’d have to be so far out of integrity for that not to happen 
and these are just not the type of clients that we work with. But I know that when 
people raise their fees, the magic that happens there is that they feel so much 
more confident, they feel so much more valued in themselves for being able to 
command those higher fees, that the natural effects of that is that they naturally 
want to create more value. They start to see how they can do this better, and 
how they can approve for their clients and up their game. It has this amazing 
upward effect. When you’re not always charging what your services are worth, 
you’re not always giving your best. It’s sort of human nature. Good for you if you 
feel like you’re giving your best all of the time, but it’s human nature that we don’t 
step up to the plate as much if we don’t feel that valued.  

In a nutshell, when done well, the client is going to be thrilled with you and your 
services. They’re going to be happy to pay your high fees because they’re getting 
a lot of value and working towards real outcomes. You get better and better 
because you feel valued. You can also, of course, work with fewer clients. It’s just 
math, right? You can work with a lot more clients – lower priced. Or otherwise 
you work with a few clients and you can build a very lucrative program on 10-12 
clients, you really don’t need that many. You work with fewer clients, that means 
that now you have more time, more energy, more creativity to be able to provide 
higher value and tailor your services as well to those clients so that you’re 
continually adding more value.  
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One last little mindset tip to think on, in terms of avoiding that time for money 
trap, especially in terms of your own self worth is really thinking about that 
through the lens of trading chunks of your own life in terms of a fee. I want you to 
also think about duration of time and how we value long-time versus short-time. 
In society we do tend to reward busy-ness. We’re part of a society that is 
rewarded for showing up, for being present, but not necessarily providing value. 
It’s about the hours we work rather than the actual results that we provide or the 
value we provide. The 8 hour working day. You end up sitting at your desk even 
though you could be a lot more effective and could do the work in half the time, 
culturally, we’re sort of valued for putting in more time. In certain industries, 
certainly when I was in Europe this was happening, I’m sure it’s probably pretty 
similar in the States as well, the longer we can sit at our desk, the perceived 
value, that you’re working harder. The truth is, most time, it’s busy work and it’s 
ineffective work. It’s just putting in time to look good. Your clients don’t want your 
time, they really don’t, they want results. Any client who is really asking about 
time has got their own priorities messed up. It needs to be a conversation not 
about time but about results. A great way to illustrate that is to think about a 
plumber. Who would you value more? You’ve got a massive leak in your house, 
let’s imagine you live in a 2 story house, the leak has happened on the 2nd floor. 
It’s gushing water everywhere. You don’t know how to stop it, it’s now seeping 
through all of the carpets, through the floor, through the ceiling, into the wiring of 
the lights and fixtures beneath. It’s now pouring down the walls in your living 
room onto your furniture, drapes, curtains, soft furnishings; this is a massive leak. 
Who do you value more to come and fix that? Do you value the plumber who can 
come in rapidly and get that leak stopped in a matter of minutes because their 
expertise is that they can go straight to the source of the problem and work it out 
and solve it. Or do you value more somebody that spends hours and hours 
getting to the same outcome, but as they are spending hours you have got 
considerably more water damage. That’s how to think about your own services. 
It’s really not about time, it’s about effectiveness and really solving that problem 
and getting to the outcome for the client.  
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So one of the charts we put together for you is a quick little matrix called 
Partnership for High Fees. It was really to look at the relationship between clients 
that are really committed to working with you and getting the outcomes and the 
results that they want versus you charging low to high fees. You’ll see on the 
matrix, if you haven’t got it in front of you imagine 4 boxes. On the left hand side 
we’ve got commitment, low client commitment which just means that they’re not 
showing up, they’re not engaged, they seem to be on the fence about if they want 
results or not, they’re not taking on full responsibility for their part of the process. 
This is what low client commitment looks like. They’re expecting you to do all of 
the heavy lifting and miraculously solve their problems. Then we’ve got high 
client commitments. These are the clients that partner with you. You’re a partner, 
they’re a partner. We come into an equal energy. They’re committing to get 
results and you’re committed to helping them get those results as well. We have 
a high commitment with our clients. Then we have low fees. That might be what 
you were previously charging or charging now versus those higher fees that, if 
you really dared to, you would be charging. Secretly you’d love to be charging 
them.  

What happens when we have high fees and low client commitment? They’re 
really not committed to moving forward, they haven’t got the energy. We end up 
with no sales. It’s lose-lose. You don’t get a new client and actually they don’t get 
any results, they don’t move forwards in that process. So you both end up losing 
out. Again, sometimes what happens, unfortunately though, is we’ve been having 
conversations with people who are low commitments in moving forwards and it’s 
caused us to lower our fees. Thinking that that would solve the problem. I know a 
couple of you shared recently that you’ve made that mistake. You’re tempted to 
lower the fees thinking that’s where the problem is, that it’s your fees. So you 
take on responsibility. The truth is that the person isn’t committed to moving 
forwards in the first place. So it doesn’t matter how low you go. They typically 
won’t move forwards, but what it does to you as the service provider is leave you 
feeling completely confused because now you try to charge higher and didn’t get 
it, you lowered your fees and still didn’t get it. Naturally, you probably tend to 
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blame yourself for that. Again, this is about client commitment, it’s not about you 
on this particular case.  

Then this moves to that place where perhaps we do have lower fees and we’re 
still dealing with those lower committed clients. Now, for those working with me 
for a while, I refer to these often as beer clients. Vinegar clients they aren’t 
because vinegar clients we don’t want anywhere near our business. They leave a 
bad taste in your mouth. These are beer clients, with beer budgets. They don’t 
have that level of responsibility. They are looking to you as the magic potion, the 
magic pill. They really have a massive lack of responsibility and will be looking to 
nickel and dime you on absolutely everything. These would be the clients that 
would be looking at time. “How much time did you spend on that?” or “How many 
minutes?” They’re looking for ways to nitpick and get those fees even lower. One 
of the really dangerous things about working with clients like this is that they’re 
ultimately, because they don’t take responsibility, they’re always going to be 
looking for something or somebody to blame. As the service provider, it’s likely to 
be you. You’re going to become the scapegoat. They’re not going to take 
responsibility and if they still don’t get the results they’re after then you become 
the problem. It’s often to do with the partnership isn’t equal at this point in time. 
They’ve got low commitment. Your charging low fees so therefore you actually 
attract them. But that energy of both low commitment and low fees means you 
create lethargy. The lethargy is going to be on their side and chances are you are 
going to feel lethargic too in serving them.  

When we’ve got high client commitment, clients that are really committed to 
getting great results and want to move forward, but you haven’t realized that and 
you’re still charging low fees. You’ve heard me say at least 20% of your current 
clients would have been willing to pay higher fees. They’re probably thinking they 
got a really good deal. When that happens, they have that high commitment so 
they really will be good clients. You get great results because they show up well 
and do their part of the deal. You provide their service and they’re happy with it. 
But the reality is you have probably left thousands of dollars on the table, maybe 
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tens of thousands depending on what you provide. It’s money that you’ll never 
get back. The other reality is that because of you are undercharging, you run the 
risk of losing them to somebody else at some point who really can stand in the 
value of what they provide and really partner with them as equals. I call this one 
that you find yourself with a “loser”. You’ve lost a lot of opportunity, a lot of money 
has been left on the table. It’s that sinking feeling when you realize you could 
have charged so much more. So where do we ultimately want to get with this. 
You want to be in a place where you have high fees and high client commitment. 
You’re working with your ideal champagne clients who are committed to getting 
those outcomes and are committed to sticking through those highs and lows. It’s 
never going to be perfect, but in that partnering model, they’re going to work with 
you through that. They are going to take responsibility for their part in that as 
well. This is going to create a real win-win. You always know when you hit that 
because true partners don’t begrudge each other what they are due. You would 
want for them to get their fantastic results and feel that they get to enjoy them 
and that they’re a big part of that process as well. Equally so, they are happy to 
pay you those high fees and get what they believe they are paid for. It’s implicitly 
understood that neither one of you in that partnership would be taking advantage 
of the other. They wouldn’t want to be unfair and demanding more or being 
unreasonable on time requests or other conditions in the same way that you 
wouldn’t want to be taking advantage of them by charging those high fees and 
not delivering a great service.  

Let’s start to move on to a couple of places to start to look at. You’ll see I’ve put 
together a worksheet called “The Value Finder” to help us really understand 
where the value is in what we offer. You’re going to have to work through this. 
One of the best ways is to find a buddy in the program, partner up with somebody 
and work through these worksheets with somebody so that you’re actually 
building accountability to do this, particularly the questions later on. It will be 
really excellent practice for you to go through and ask those questions related to 
something that is really happening in their life and business. So when we look at 
the Value Finder the first thing is Strengths. What are your 5 biggest strengths? If 
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you are really unaware of what your strengths are there is a wonderful tool that 
we have recommended to clients recently as well is to go to strengthfinder.com 
for very little or even free. It will actually turn out for you what your 5 strengths are 
so I really recommend that you do that.  

Think about when you are in your client work, what is it that you do that you 
consider to be strengths? Is it your responsiveness? That you are a great 
listener? Problem solver? A great eye for design or technical ability? Whatever 
that is, write down your strengths.  

The next thing you want to do is think about the logistics of how you deliver your 
services. There you can think about all the deliverables. How does that work? Do 
you have reports? Is it sessions? Meetings? In this program, our deliver is in 
monthly content calls, monthly Q&A, Success Circle, Facebook, some one-to-
one. Whatever those deliverables are and how you actually do it. So how do you 
deliver your product or program?  

The last thing to think about are what outcomes do you help your clients 
achieve? Most people attach value to those first 2 columns: strength and 
logistics. They think that the real value is in, “Well, because I can do this….” This 
is what I’m bringing to the table and this is how I do it. Then we quickly get into 
the conversation about x amount of meetings, x amounts of this, 10 different CDs 
you have to listen to or 12 different content calls, whatever that may be. We tend 
to put the value based on those things. But the real value is in the outcomes that 
you help your clients receive. How are they better off as the result of working with 
you? Once they’re done working with you, what has really changed? What were 
they looking to change and how are they better off?  

That’s the place of the value, like the plumber. We value somebody that can 
come in and diagnose the problem and solve it rapidly. Not come in and tell you 
everything else you need in the problem is still unsolved. In order to take that 
further, you’re going to want to find an ideal client. Think about an ideal client that 
you’ve worked with in the not too distant past. The worksheet that I’ve put 
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together for you “The Value Calculator”. Only do this with your real ideal clients, 
not the ones who have been a pain to work with, the beer clients, you’re really 
going for champagne clients here. You’ll see here that there are a series of 
questions for you to go through.  

When you first started to work with them, describe their situation? What was the 
problem they came to you with? You want to then look at what those specific 
results were that you helped them to get. They came to you with a problem, what 
were the results that you helped them get?  

Now we’re going to start to take it further. When you started to work with them, 
they had a problem. What negative impact was this having? It’s never one 
isolated problem, it’s always causing a ripple effect across multiple areas of their 
life or business. In the case of the water leak, if we don’t solve it quickly, it’s not 
just water leaking. It’s all of the other damage that goes on around it, not to 
mention the massive stress you deal with when you’ve got water gushing around 
everywhere. Perhaps time off of work or time not spend doing something else. 
You want to think about what was the negative impact. Look back to the results 
that you helped them achieve, think about how long they can repeat those 
results. Over what period of time can they repeat those results or that they will 
benefit from that? I want you to guess conservatively how many months/ years.  

You also want to look at the intangibles. How else was there work or their 
business improved by working with you? For example: website design. You 
design rock star websites for you clients. It’s not just about the website. The 
website is one piece of it. How else was their work and business improved? It 
may be that they’re simply more effective now because they have some sort of 
automation, a way to attract leads that happens automatically rather than 
manually. But it also might be if we’re talking about intangibles, is that they feel 
so much more confident. They feel like they really have a brand that represents 
their business. So their own self esteem and inherent sense of value is 
increased. They might say as well that, as a result of that website, they are now 
attracting new opportunities because they’ve got that visual identity that they 
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didn’t have previously. Perhaps there are new referral partners. We always want 
to think about the results that they get but then what about the intangibles that 
they get. What is the emotional impact of that as well? We mustn’t forget that the 
emotional value of what they get is hugely valuable. No longer having to worry, 
having that stress, or being preoccupied - or having a massive renewed sense of 
confidence. Being able to do other things. Super empowered. How did their life, 
personally, improve? We’re all this one person with all of these different areas of 
our life. It can be that our personal life gets better. If we think about somebody 
who has been really preoccupied, not getting the leads that they wanted through 
mediocre website, now all of a sudden that’s taken care of, they have more 
business, they feel more confident. All of a sudden, they feel happier and they 
have more time for other things. They might discover that they’re going out to 
more social gatherings. They now have the time and energy for it because they 
are no longer preoccupied. All of a sudden the stress that they were bringing 
home is alleviated and now they are getting along so much better with their 
spouse or have time to play with their kids.  

You also want to think about the ripple effect. Who else benefitted? It’s never in 
isolation. It’s typically those people close to us who will really benefit. Who else 
benefitted? Team members, direct reports, a business partner, clients? Equally 
so family, spouse, children, loved ones. Think about what is the cost had they not 
hired you? What opportunities would they be missing out on? Think about the 
financial cost, the emotional cost, the spiritual cost in terms of their potential and 
sense of purpose. Put a dollar amount to those things. You can guesstimate 
those things. Even those things not attached to business have a dollar amount 
with them. We think about health for example. We don’t always think about that in 
terms of a dollar amount. For somebody who is really struggling with an aspect of 
their health, it’s really going to be costing them. Through different providers 
they’ve tried working with, costing them more in terms of their health care. It may 
be costing them because it’s affecting their business and work and they’re having 
to take days off and aren’t as successful as they would want to be because of 
this massive problem. Even conservatively, what would be the dollar amount? 
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Always thinking of it over time. What is the true value then of your work? I’m sure 
that you will all see that it was considerably more.  

Then I want you to take that into the “Fee Booster”. You really looking at 
calculating your true value. Once you’ve determined the value of the results you 
got for a client, put a dollar amount to that. Take that and divide it by 10 or 20. 

For example, and don’t complicate this, let’s imagine that somebody comes to us 
starting out earning $40,000 per year. We help them get to $80,000. We help 
them to double their income in that one year. With everything that we’ve taught 
them to do, even if they never improved upon that but just kept going say for the 
next 5 years, they’ve increased their income, not for 1 year but 5 years, now all of 
a sudden it’s $200,000 over time. That’s not to mention everything else that has 
gone on around that in terms of impact on people, impact on self esteem, impact 
on what feels possible for them and their potential. All of those different things. 
So if that’s really the value of the results. If we say $200,000 over 5 years and we 
divide that by 10, we could reasonably say that our fees are $20,000. Now most 
people are thinking about this saying, “Wow that seems like a lot just for the time 
we’re working together.” That because we’ve quickly gone back to that time 
model. We’re looking at the result we get in the time we work with clients but we 
have to remember this ripple effect. Your clients are no different. You should be 
getting that, from a client’s perspective, that you fee does show a great return on 
investment. Return on investment is hopefully immediate as well. We all love to 
get some great results, but it also over time.  

Are you then happy with the extra revenue and profit when you come up with 
those new fees? That’s the check that you want to be feeling really good about 
this as well, feeling really excited about them. Look at how that price is different.  

I want to give you now some questions that you can ask your clients in the sales 
conversations. You can use these in your own language. I put them there for 
guidelines. You don’t have to ask every single question but I can guarantee you 
that if you really dig into these questions in your sales conversations you will 
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really find out what is important to your clients and what they consider to be 
valuable. Then you’re going to naturally see how you can provide great value for 
them and where your fees are going to be part of a fantastic return on investment 
for them. We always want to be looking at the future with any kind of work with 
clients. What do they want their life or business to look like, say, 3 years from 
now. Let’s talk about the gap. These are gap questions. They’re not yet there, but 
where is that future place that they want to get to? A lot of your value is in closing 
that gap for your clients.  

You can ask them about the specific things that they want to achieve. Be warned, 
when we ask people where they want to be 3 years from now most people speak 
very generically and not with specifics. This is why you want to drill down. What 
are some specific things that they want to achieve? If they had to set some 
priorities, what are 3 things that are really priorities for them? You’re starting to 
drill them down into pressing priorities. Asking about what aspect of those 
priorities is the most troubling. Or that they are most concerned about. Those are 
probably the areas they need your help with. Your starting to build that gap 
between where they want to be and what are those priorities. What are those 
measures of success when we work with our clients? Having these conversations 
with our clients will immediately set you apart. It’s about asking, “How will they 
know when they’ve been successful?” which is really important. Lots of people 
think generically but they don’t think in terms of specifics or how they will 
measure their success. Just knowing or “I’ll feel it” isn’t good enough because 
they’ll never attach that with working with you.  

Once they’ve achieved those goals, how will they now? What is the criteria? 
What are the measurements for success that they are looking out for? What 
metrics need to be tracked? What measures of success will you be tracking? 
Whether that is things like extra time, extra money, extra energy. If you were a 
relationship coach helping people to find the love of their life, I’m sure some of 
the things that would be measured would be going out on a hot date with a really 
ideal candidate. Ask them. This is for them to think about how they will measure 
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success. Look at what they are currently doing. What are your current numbers 
for those measures? Where are you currently at with that? Again, it really shows 
you where the gap is between where they are now and where they want to go. 
One of the things we like to look at, it’s very difficult to move to exact numbers 
with clients because there are so many different stakeholders and different 
factors that come into play, but we like to look at ranges: good, better, best. What 
would a good improvement look like? What would a better improvement look 
like? What would be the best possible result? That way we can start to get a 
range of different things that we can be working with our clients with. 

The last questions you want to be looking at are these value based questions. 
What if you do nothing? That’s the same as in the Value Calculator. What is the 
cost to those clients if they had not hired you? What if you did nothing? How will 
that impact your business or you personally? I’ve got a very business-y question 
for you. I’ve got my business coach hat on, if you’re working with other 
businesses it’s a great question: What will be the effect on sales, revenue, and 
profit? Equally so, if you’re not working directly with business owners and more 
with the personal side, then you just put your own measures in there. What would 
be the effect on you personally if you are dealing with stress, it might be your 
performance at work, the impact on your family, your social life? What would be 
the 3 biggest impacts if you get those results that you’re looking to achieve? 
What will be the knock on effect of those? What would it mean to you personally 
to achieve those results and who else would this impact? You can see in the 
Value Booster is that some of those questions I’ve asked you to answer in the 
Value Calculator, I’ve just put them into a different context for you.  

These are some questions that you can already be asking your clients. You can 
take these questions and insert them into your sales conversations and you’d 
have some really specifics to work with your clients on and your clients would 
really appreciate the clarity they get from this. They will really see that as hugely 
valuable .  
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To summarize, this is really about trading time for money into value-based 
pricing. Creating that win-win where you really begin to partner with highly 
committed clients who are willing to pay your high fees. Understanding the value 
is not in who you are, your strengths, your background, or how you deliver all of 
your services, or all of those extra features you have with your services and 
products. It’s ultimately about the results and outcomes that you get for your 
clients, that’s the piece that they are interested in. First and foremost, one of the 
ways to really look at this is through the lens of the Value Calculator and looking 
at what you’ve done with previous client that has gotten fantastic results; one of 
your champagne clients. Working through those questions to understand the 
value of those services you provided. Those are probably those services that you 
provided probably at a lower fee than you are currently charging or a lower fee 
than you would want to charge. Then you look at that fee over the time. I gave a 
simple calculation over 5 years, very conservative. You can easily do this over 10 
years or a lifetime. Those results just keep on giving. Choose a conservative time 
frame so that you feel solid in what you come up with. Now you’ve got that fee 
over time, divide it by 10 or 20 to start to set your fee. Ultimately, you’ve got to 
start to think about if you feel confident with the pricing. Do you feel like it’s a 
good return on investment for your clients? Do you feel happy with your pricing? 
Then adjust to the place that feels like it’s going to be a win-win for them and for 
you. Through the Value Booster, I’ve given you a whole series of questions that 
you can be asking your clients in a sales conversation to really establish the gap 
between where they are now and where they want to be. What are some of those 
measures of success that they will be looking at and where is that value? If they 
do nothing, what is it going to cost them? Often the value of our services is found 
in that place if clients did nothing. The cost of them staying stuck is often the 
value of our services because it’s everything that they’re missing out on if they 
don’t move forward.  

  


