
How to Make More Money  
Selling Custom Framing 

By Ken Baur, President of KB Consulting 
 

What is Most Important? 
 

 Doing what you love 

 Being able to keep doing it 

 Selling more does not = making more $ 

 
 
Discounting Destroys Profits 
 

The average custom framer discounts each order 18% 
The negative effect of discounting on PROFIT is almost always greater than its positive effect on 
growing SALES. 
 
 

Discounting Example 
HOW DISCOUNTING IMPACTS MARK-UP: 

 Custom Sales = $275,000 (no discounts) 

 Average Ticket = $200 

 Mark-up = 73% (most are lower - POS defaults) 

 Gross Profit = $200,750 
 

If you discounted products 18% … It would take $300,000 in sales to create the same gross profit 
and it would create an increase of $10,900 in labor  

more work, less profit! 
 

 
Effect of the 18% Average 
 

No Discounting 
Gross Profit = $200,750 
Custom sales = $275,000 
Cost of goods = $74,250  
Average Ticket = $200 
Projects = 1375 
Labor (2hr avg) = 2750 hrs 
Labor cost ($12/hr) = $33,000 
 

Discounting 
Gross Profit = $200,750 
Custom sales = $300,000 
Cost of goods = $98,780  
Average Ticket = $164 
Projects = 1829 
Labor (2hr avg) = 3659 hrs 
Labor cost ($12/hr) = $43,902 

  



Dangers of Discounts 
 

Lowers gross margin 
Increases labor  

Busier is not better 
Places emphasis on price 

You cannot win that one 
It isn’t why framers exist 

It’s very difficult to reverse that strategy 
 

 
If You Discount… 
 

Predetermine what volume you need to offset 
Track the Results: 

 New customers: would order have come anyway? 

 Amount of sales $  

 Amount of discount $ 

 Determine if it helped or hurt 
 
Predetermine your policy 

Never allow random discounts! 
Advertised price breaks only 

Price objections: rework materials 
Raising average ticket has the OPPOSITE effect of discounting 
 

Remember … you’ll only be capable of doing this If you BELIEVE in your pricing strategy 
 

 
AverageTicket 
 

Average Ticket is the single most positive impact you can have on your profit 
 

Average Ticket example 
 

Total Sales ÷ # of Projects = Average Ticket 
250,000 volume 
1,250 projects per year     
Average Ticket = $200 
 

If you raise your Average Ticket $25 with the same number of projects, 
your volume goes to $281,000! 

 
 
Impact of Average Ticket 
 

250,000 in volume 
Average ticket = $200       
Production workload= 1,250 projects 
 

If you keep the same sales volume but raise your average ticket by $25, your production workload = 
1,111 projects! 
139 less a year,   
Typical savings = $3336 



How it Adds Up 
 

$250,000 VOLUME: 
One more mat on 25% of sales 

+$11,660 
Museum Glass on 10% more  

+$12,500 
A fillet on 15% more 

+$9,500 
Double Stacked Moulding on 10% more 

+$19,221 
 

 
How Do You Raise YOUR average Ticket? 
 

 Know what yours is! 

 Set a goal and track it 

 Help those below goals and copy those above 

 Raise prices 

 Sell more premium product 

 Grow your design abilities 

 Show samples of great designs 
 

 
Correct Pricing is Critical to Staying in Business 
 

WHAT IS CORRECT PRICING? 
A strategy which combines all aspects of the framing process, giving you the gross profit YOU 
require. 
 

 
Why Is It Necessary? 
 

Framer confidence is declining. 
A PROFITABLE PRICING STRATEGY: 

 Allows BELIEF in your pricing 

 Provides a basis for decisions 

 Shows where profit can be made 

 Shows where it should NOT be made  

 Builds consistency 

 Builds value  

  



Mark-Ups: All the Same? 
 

Are mark-ups the same within categories? 
Length, Chop, Join 
Premium products and basic   
All forms of mounting 

  

Frames 
Mat Board 
Glazing  
Mounting 
Fitting 

Do they all get a 70% mark-up if that is what your company needs? 
 

Are mark-ups the same for every size project? 
Same Moulding: 
16x20 size vs. 32x40 size 
Museum Glass: 
11x14 size vs. 22x28 size 
 

 
Helpful Pricing Tips 
 

Over 50% of all framing projects are less than 16x20!  
 Projects 32x40 & larger are less than 15% of your sales! 

It could very well be costing you money to be cutting your own moulding! 
 

 
Which Are More Important? 
 

 53% Frames 

 18% Mats 

 16% Glazing 

 7% Mounting 

 6% Other 
 

 
Should You Increase Your Prices? 
 

 Example: Company X 
Custom sales = $200,000 

  Cost of materials = $56,000 
  Gross Profit $ = $144,000 
  Gross Margin = 72%  
  Company average ticket = $175. 
 The owner of company X wonders what would happen if she raised prices 15% 

  



Should You Raise Prices? 
 

 Using this math formula: 
  GP% / GP% + price change – 1 = impact on company 
 Our example: 
  (72% / (72% + 15%)) – 1 =  
  (72% / 87%) = .8276% 
  .8276% - 1 = -17.24 

This means that sales would need to fall by over 17% (to $165,520) before profit would be hurt due 
to this price increase! 

 
 One step further: 

We just saw that sales would need to fall $34,480 before profits would be reduced if prices were 
raised 15% 
How many customers would we have to walk? 

Average ticket is now $201.25 (from $175.) 
$34,480 / $201.25 = 171 customers 

 

 
One More Pricing Tip 
 

 KB’s “Rule of Three” 
Price premium products competitively by setting them at 3x’s the gross profit of basic materials 

Example: 
You sell conservation clear glass, size 32x40 for $62. The cost you pay is $16.45, leaving you a 
gross profit of $45.55 and gross margin of 73% 

 

 
KB’s “Rule of Three” for Premium Product Pricing 
 

How do you price Museum Glass? 
Common mistake: 
Markup this premium product as much as conservation clear (72%) 

 Cost of 32x40 musuem glass = $83.25, making retail $297.32 
Suggestion – use 3x the gross profit of conservation clear or $45.55 x 3 to add $136.65 to cost of 
Museum = $219.90 
New margin = 62% but you take $91.10 more to the bank  

 

 
Building Sales  
 

Create More Framing Opportunities 
Stuck on single layer - Residential  
Build more framing layers - types of customers 

Takes separate, unique strategies for each  
Value lines- budget clients 
B2B sales  
Corporate design firms 

  



Using Many Vendors Costs You Money 
 

Increased freight and Labor:  
250,000 in custom frame sales 
Gross Margin of 70% 
1/3 of vendors charge to deliver  
COSTS YOU AN EXTRA $ 5769! 
 

 

Example of Vendor Cost 
 

Freight Consequences 
Custom sales = $ 250,000 
 Sales made from frames= $132,500 
Gross Margin = 70% 
Company uses 12 vendors - 9 charge freight 
Average cost of freight = 28%  
Those 9 represent 30% of frame sales 
Average spent with each - $ 1325  
Freight cost per = $ 371 
$ 3339 in freight total 

 

Labor Consequences 
Labor for ordering, checking in, entering and paying =  

  .15 min per =.45 minutes - 24 orders per year 
Total labor per month per vendor  (2 sales per month) = 1.5 hr.  
Labor cost per year per vendor = $270 ($15 per hour) 
Labor cost for 9 vendors= $2430 
 

Combining Freight and Labor Costs for Vendors 
 

 Total freight per vendor = $371. 
 Total labor per vendor = $270. 
 Total cost per vendor = $641. 
 Total cost for 9 vendors example = $5769 

 
 

Extra Vendors Drain Profit 
 

Reduces your vendor discounts 
Spreading out purchases reduces your ability to negotiate better pricing 
Consolidating & committing to a vendor gives you the ability to negotiate  

 

Industry problem: choices can be overwhelming… 
We need to change our image: simple is better! 
 

 

All Marketing Must Be Profitable 
 

There is no more institutional advertising 
If you can’t measure it…    …don’t do it 
If you don’t know what you are MAKING on every marketing investment, you are WASTING MONEY! 

  



Monitor Marketing Investments 
 

Collect data on ALL new customers and every investment you have through your POS system. 
 make it mandatory! 
 

 

What to Track 
 

Opportunities 
Average Ticket 
E-marketing Results 

Email and website analytics 
Goals for Social Media growth 

Productivity: projects meeting due dates 
 

 
How to Track 
 

Month-to-month 
Vs. last year 
Individual performance 
Team performance 
Keep it where all can see 
 
 
 

Thank You! 
framingbusinessconsulting.com 
or  
219-508-7923 

 

http://www.framingbusinessconsultin.com/

