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Insights into 

ear Fellow Framers,

This issue contains the first article in a

new series concerning the impact that proper

pricing has on the profitability of custom framers.

Before it begins, I would like to explain what I have

been doing for the past 10 months and why I am so

excited about the value of this series. 

First, I have always been obsessed with setting

proper prices for my galleries. For years, we would

break down the more than 5,000 projects we sold by

looking up the cost for every piece of material and

capturing the time it took to perform the various

framing processes. Pretty tedious stuff, but the result

was very comprehensive data showing how we made

(or lost) money. 

As time went on, I began to consult other framers

about becoming more profitable and applied some of

my company’s profit results to their operations. Because

I was only one framing company dealing with my

own specific market, my advice was limited in its

application to others. 

About a year ago, LifeSaver Software became

aware of my program for helping framers. They offered

me access to their database, which contains millions of

projects sold by framers using their POS software. The

LifeSaver system is the only Internet or “cloud-based”

system in the industry, the only source of this data.

LifeSaver thought that if I used this data, I could do a

much more thorough job of helping framers. I want to

stress that this data is completely generic—it’s all

just complied numbers without any specific ties to

individual framers, and no one’s confidential

records can be accessed. Also, I am not paid by

LifeSaver to use its data or talk about its prod-

uct.

For the next 10 months and to this day, I have

spent dozens of hours entering this generic data into

spreadsheets that convert it into results showing

invaluable information about moulding, mats, and

glazing. These spreadsheets represent the largest

sample size ever analyzed in the industry, and they

are completely reliable because they represent actual

sales, not questionnaires. 

They show things like what sizes sell the most,

where material waste has the largest impact on

profits, what price ranges sell the best, how framers

mark up products, and how they mark them down.

This kind of data can help all framers by showing

exactly where the potential for making more money

exists and where it does not. 

I’m really excited to share many of the new

findings from this study. Remember that correct

pricing is a strategy that allows you to meet your

expenses and have money left over to grow your

business. That’s why there are no one-size-fits-all

answers. I hope this series gives you some valuable

insights into creating a positive return on your hard

work. 

Sincerely,

Ken Baur

President, KB Consulting
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It’s really confusing to set up glaz-
ing pricing tables, and that’s why
most framers often have a difficult

time managing them to maximize
their profits. Making matters more
challenging is the fact that glazing
profits are influenced by waste and
yield and by the need to keep sug-
gested retail prices up to date. This is
a challenge whether you use software
to automatically calculate your glaz-
ing prices or if you use a manual
chart.

While point of sale (POS) sys-
tems have the handy ability to update
the costs of things like moulding and
then adjust retail prices to maintain
the mark-ups you need, glazing costs
are not automatically updated. As
costs creep up over time, using an old
POS default table means less and less
money goes into your pocket unless

Pricing Glazing for More Profit

 Profitability

Glazing type 16x20 24x36 32x40 36x48 40x60 48x96 Totals

Optium Museum Acrylic ® 0 0 0 0 0 0 0

MuseumGlass ® 29 21 4 1 1 0 56

Conservation Reflection Control®Glass 12 8 2 1 0 0 23

Conservation Clear® Glass 179 128 27 8 3 3 348

Optium Acrylic® 0 0 0 0 0 0 0

AR Reflection-Free® Glass 3 2 0 0 0 0 5

Reflection Control® Glass 14 9 2 1 1 2 29

Premium Clear Glass 107 76 16 5 2 0 206

Conservation Clear® Acrylic 4 3 0 0 0 0 7

Reflection Control® Acrylic 0 0 0 0 0 0 0

Conservation Reflection Control® Acrylic 0 0 0 0 0 0 0

Premium Clear Acrylic 16 13 2 0 0 0 31

Totals 364 260 53 16 7 5 705

by Ken Baur

chart showing typical annual
sales for a shop with $250,000
in annual sales. 

(For a look at comparable
data for $150,000 and
$500,000 shops, you can find
more information on the PFM
website. The website also contains
information on how to set up a
glazing pricing chart.) 

Looking at the chart, a
$250,000 frame shop sells
about 705 pieces of glazing
each year. That may appear a
bit low, but the data also shows
that 31 percent of all custom
projects in this size business are
sold without any type of glaz-
ing. 

Here’s how sales break
down by size and glazing type
for a $250,000 shop:

Data on glazing sales is based on products made by Tru Vue, which has the widest range of glazing types available in the industry. Tru

Vue has agreed to allow use of this information to assist PFM readers in understanding trends in glazing sales.

you make manual adjustments.
With all the sizes and varieties

of glazing, it becomes very difficult
to set up a pricing strategy that
makes sense. Complicating the
issue is that using the same pricing
strategy on premium glazing prod-
ucts as on basic glazing doesn’t
translate well in the sales process.
Anticipating waste and yield also
makes it hard to understand how
many sizes of each type of glass you
should stock. Many framers strug-
gle with adding extra sizes because
of the cost of increasing inventory.
Those decisions can affect your
profit. 

Analyzing Annual Sales by

Category

Based on recent pricing and sales
data of the industry, below is a
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ed pricing. Although 29 percent of glaz-
ing sales are still made with this materi-
al (206 of the 705 pieces sold), that
percentage has dropped since the last
default table was made for glazing
prices. It probably hasn’t dropped
enough. Framers still need to increase
their commitment to preservation fram-
ing, but that is changing slowly. The
new suggested retails incorporate a
sharp increase in the mark-up of non-
conservation materials. This is done for
two reasons. First, these products are
cheap, and framers can improve mar-
gins without raising their prices all that
much. Second, it narrows the gap
between non-conservation glazing and
entry-level conservation materials, thus
encouraging more customers to invest
in recommended framing materials. 

Using a new pricing table will go a
long way to improving your glazing
profits. All frame shops have different
expenses and different levels of compe-
tition, so there is no one-size-fits-all
model.

Pricing changes will have different
impacts based on different volumes of
framing sales. If you sell much more
than $250,000 in custom framing, you
should be able to (in theory) reduce the
suggested prices. Factors that influence
this could include paying less for glaz-
ing because your volume earns better
vendor discounts and higher sales vol-
ume could allow you to be profitable
with less mark-up. The opposite can be
true for shops doing less business per
year. You may have to experiment with
slightly higher retails. Try revising pric-
ing on smaller projects and less costly
materials first, and pay attention to the
relationship between the prices of dif-
ferent materials. The best way to maxi-
mize your profit is to set your pricing at
levels that allow you to meet your own
expenses and produce profit after these
expenses.  

Adjusting Tables to Improve

Profits

In setting up pricing tables, adjusting
suggested retails can have a dramatic
effect on glazing profits for a company
of this size. Applying retail prices to
the sales breakdown in the units sold
chart would produce $23,140 in glaz-
ing sales per year. Multiplying the
same sales units by the suggested retails
in an updated pricing chart would
increase glazing sales to $29,975. This
is an increase of $6,835, or 30 percent
more in sales per year without increas-
ing the number of projects sold. While
increasing prices could reduce sales,
prices were raised 15 percent overall
but resulted in a 30 percent increase in
sales. 

How can prices only go up 15
percent yet produce a sales gain of 30
percent? The answer is found by ana-
lyzing and setting prices to take advan-
tage of where the most sales occur. As
seen in the units sold chart, more than
50 percent of all projects created are
smaller than 36 united inches or the
common size of 16”x20” (364 of the
705 units sold are 16”x20” or smaller).
Knowing this, you can increase glazing
prices in this range much more than
for larger united inch ranges. This pro-
duces two very powerful results. First,
because so many sales occur at or
below 36 united inches, you get a
much higher benefit by applying a
higher mark-up to this range.
Secondly, price increases are much less
noticeable on smaller projects, making
it much easier to adjust the pricing
scale without increasing customer
objections to pricing. 

Conversely, this same strategy can
be applied to large projects. In a typical
$250,000 shop, only 81 of the 705
projects for the year was larger than
24”x36” or 60 united inches. That
means only 11 percent of the work is

this large. Therefore, you can signifi-
cantly reduce the mark-up on these
projects because they mean so little to
the profitability of a shop. The good
news is that you can make prices most
competitive on sizes that are noticed
most by customers. The new suggested
retail pricing program raises prices for
16”x20” projects more than 23 percent
while only a 3 percent increase is sug-
gested for 60 united inch projects.  The
combined pricing strategy produces a
sales gain twice the size of the overall
suggested price increase. 

Other Factors

Several other factors influence the strat-
egy behind the new suggested prices.
The use of premium products has dra-
matically risen since an old (default)
chart was created. This has made the
pricing process more difficult because
standard glazing mark-ups now make
premium product prices disproportion-
ately expensive. The industry has tradi-
tionally based pricing strategy on mark-
up, but premium products and items
with significantly higher costs should
be priced with more of a “return on
investment” strategy than a mark-up
percentage. The money received for a
competitively priced premium product
may not meet a store’s overall mark-up
policy, but the revenue received creates
a very positive effect on profit. 

A company that requires a 72 per-
cent gross margin to be profitable
should not mark up all glazing (or any
other classification of materials) to that
level across the board. Analyzing the
data shows the impact of each size and
material on your business and allows
you to design a pricing strategy that
produces the overall mark-up of 72
percent without overpricing premium
materials and large projects. 

A de-emphasis of regular glazing
also has an impact on the new suggest-
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Glazing Sizes

Many framers wonder if they should
stock extra sizes of glazing instead of
just using 36”x48” or 40”x60” and
cutting what they need.  The data in
the charts makes it pretty clear that
investing in more in 16”x20” in
Conservation Clear and Museum
Glass could help most framers. Since
more than half of all sales fall in this
range, you will get a better yield when
you cut glazing that is much closer in
size to what you really need. 

Premium acrylics have increased
in sales because of their ability to pre-
serve and provide clarity without the
weight of glass. This has raised the
question of whether buying full sheets
or pre-cut sheets is more cost effective,
especially since the average cost per
square foot does not go up significant-
ly on larger pre-cut pieces. Investment
in full sheets can often be more than
the sales price of projects, so framers
selling fewer than four to five projects
a year with premium acrylic are proba-
bly better off buying pre-cut sizes. 

Setting up and updating pricing
charts for glazing can be beneficial,
especially when you look at product
options that are the most likely to have
the best return. This new strategy can
help you create your own individual
pricing program based on your operat-
ing expenses. Combined with your
knowledge of your own operation, this
offers an excellent opportunity to
improve profits while having minimal
impact on your overall sales. ■

Ken Baur is president of KB
Consulting, which helps framing
businesses adapt to the challenges
of a changing market. Ken also 
owns Framing Concepts, a full-
service, national award-winning 
framing company with three loca-
tions in northwestern Indiana. 
He can be contacted at 
ken@framingbusinessconsulting.com


