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How to review your 
pricing and fee 
collection methods
The challenge
• You know the value you can add to your clients, but how do you 

adapt your pricing to reflect that? 
• There are so many pricing options out there, it can seem 

overwhelming when thinking of changing how you charge.
• It can be even more confusing for those offering advisory 

services beyond their core business for the first time as clients 
look to them to help their businesses evolve to deal with the 
impact of COVID-19.

THE ADVISABLE GUIDE TO PRICING
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The traditional form of pricing for most services has been time-
based billing, i.e. charging clients by the hour no matter what the 
service you’re providing. This method is used for everything from 
plumbers to psychotherapists. However, when using this approach 
to price advisory services, you could potentially be seriously 
underselling your worth.

The result can be an upset client when they are presented 
with a larger bill than they were expecting due to an initial 
underestimation of time taken. Then there are expenses and 
overheads to consider. Some clients can even become critical of 
their monthly invoices, questioning why things took so long.

Furthermore, the time you are spending on advice may not be 
reflective of its true worth. One piece of brilliant advice and 
foresight that you give in just 30 minutes could revolutionise a 
client’s business; you don’t want to charge for half an hour in a case 
like that. So how do you price for advisory services if not an hourly 
rate? 

Value pricing
Value pricing is essentially where prices are set based on the 
perceived value of the product or service to the customer. Instead 
of focusing on being the cheapest, you focus on demonstrating that 
you’re the best. One of the attractions of value pricing methods 
is the more you improve your relationships with your clients and 
demonstrate the value you create, the more you can charge. 

Proving the value you add to the client can be challenging. 
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However, it can be achieved through a combination of clear 
communication and using the right technology to share access 
to reports and analysis in order to help engage your clients in 
meaningful conversations about performance.

Demonstrating value to clients is easier when you are offering 
a more advisory and less transactional service. Ian Morgan, 
Director of MBS Accountants, is a believer in the importance of 
demonstrating value, and has seen it work with his clients who 
have been able to grow their businesses substantially as a result of 
the work MBS have done with them.

Bookkeepers may find it harder to demonstrate value to clients 
than their more advisory focused counterparts, but that does not 
make it impossible. Sarah Palmer, founder of Women Who Count 
and Fellow of the International Association of Bookkeeping, tells 
us how bookkeepers can charge for what they’re worth and what 
skills they bring.

Another secret behind successful value pricing is communication. 
It is important to ensure you have clear communication with the 
client in advance, so they are in no doubt as to your prices. 

Where possible, you should have a fee quote or engagement letter 
in place. Don’t make assumptions based on what you think are 
similar clients. Every client’s situation is unique. You can expect a 
certain amount of trial and error, and some haggling from clients 
is understandable, but believe in yourself and the value you add 
and stick to your guns.

https://advisable.fathomhq.com/contributors/ian-morgan?utm_source=guide&utm_medium=pricing%20guide&utm_campaign=advisable
http://how bookkeepers can charge
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If a client says you are too expensive, don’t panic and 
start discounting straight away. Instead, focus on all the 
ways that you add value, and even if they go elsewhere, you 
may well see them come back when they realise your value cannot 
be matched at a lower cost. 

There are many forms of value pricing but the most common are:
• Premium static pricing. Setting prices higher than the market 

rate in order to create the aura of exclusivity. 

• Price skimming. The practice of initially setting a high price 
to reap unusually high profits when a product is initially 
introduced, before turning to another lower cost pricing 
method later down the track. 

• Dynamic pricing. Used to alter prices continuously (usually 
using technology), based on the willingness of customers to pay.

Dynamic pricing is often the most attractive as it allows for 
flexibility and enables you to charge a higher price at a time of 
greater demand. However, it can be hard to choose what to set 
prices at and when to change them.
This is another place where technology can play a role, using 
logical factors such as annual revenue, number of staff, quality of 
record keeping, and number of transactions to adjust the fee. This 
can help ensure that you price consistently whilst managing the 
scope with the client continuously. 
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Some apps such as Go Proposal can also layer up the pricing 
complexity of each service with different pricing types and 
multiple calculations to allow you to easily compare the pricing 
options open to you before picking your methodology.

Discount pricing
When clients are facing cash flow difficulties, discount pricing 
can come into its own. SMEs need accountants in order to claim 
funding, but may not be in the cash flow position to pay up 
front. Some accountants choose not to charge for these, or other, 
introductory services in the understanding that they will be 
helping the business to survive and pay them far larger fees in the 
future.

Discount pricing is a highly contentious subject with the 
accountancy market largely split down the middle. Andrew 
Coulson, founder of Dolfinblue, believes that as an industry we 
could soon offer compliance done via automation practically for 
free, as part of a wider advisory bundle offering. He offers free 
compliance and says that clients value the conversations and advice 
over the compliance work.  

He also asks: ‘if you are using a value pricing model, is there 
really value being added in compliance services?’

An alternate view comes from Matthew Williams, founder of 
Cypher. He believes that you have to learn to sell yourself and that 
you should not offer services for free.

https://advisable.fathomhq.com/contributors/andrew-coulson
https://advisable.fathomhq.com/contributors/andrew-coulson
https://advisable.fathomhq.com/contributors/matthew-williams
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“Discount pricing is a highly contentious subject with the 
accountancy market largely split down the middle”

Building recurring fees
Whether you choose to offer some services for free or not, 
charging regular recurring fees can improve cash flow for your 
business as well as allowing clients to spread their accountancy 
costs over the year. Direct debits are a familiar method for many 
and can be especially popular with individuals and smaller 
businesses. Larger businesses can be a fan too, as it saves from 
having to raise purchase orders and other paperwork.

Matthew Williams likes to charge recurring revenues where 
possible as he finds it helps him to make business decisions 
confidently. Recurring fees also enable you to spread the cost 
of your expenses, such as office rent and technology. You can 
cover your own monthly costs for your app stack, using them to 
demonstrate value to clients whilst saving yourself time and effort.

Joe David, founder of Nephos, builds costs for his app stack, 
including Fathom, into recurring fees for his clients. He finds 
this makes life much easier and is very transparent about the 
costs added to clients recurring fees by providing them with a 
breakdown.

Recurring fees can be priced on an individual basis or packaged. 
Some accountants choose to tailor pricing to individual clients. 
Whilst this allows more flexibility in terms of fees, it can be 
intensive for lots of clients.

https://advisable.fathomhq.com/contributors/joe-david
https://www.fathomhq.com
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Rashesh Joshi, co-founder of Alexander Rosse, charges regular 
quarterly fees for some services that vary by client. When he is 
deciding what they should be, he looks at the client and the 
nature of their business, the challenges and risks they are facing, 
and ultimately what value they would get. 

Menu pricing
Another option when building regular fee pricing is menu pricing. 
Pre-packaged services where you list what you can provide, then 
attach a price for each service, can work on a recurring fee basis or 
for a one-off charge.

Pre-packaging helps clients know what to expect. It is also quick 
and easy to use when it comes to invoicing. However, there is the 
danger of having too much choice which is confusing to clients 
who may not know what they need. It can also be hard to move 
pricing away from what is “on the list.”

Andrew Coulson finds that menu pricing works for many clients in 
the SME space, where the services he is offering link together into 
a bundle. However, bundling doesn’t suit clients once they  have 
grown to have their own in-house finance function.Andrew also 
warns of the dangers of pushing a bundle onto the wrong type of 
client. He says that it is important to offer clients only the services 
they really need as they need to be able to see the value of what you 
are offering.

Pricing on your website

https://advisable.fathomhq.com/contributors/rashesh-joshi
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So you may have decided what your pricing strategy will be, but 
should you make your fees public on your website? It is a personal 
decision and mainly depends on your business and marketing 
strategy. 
Imagine trying to shop online and not being able to see what 
things cost. That’s exactly the experience for clients, as rarely 
do accountants include pricing on their websites. Many pricing 
experts are massive advocates of including it however, 
not only for clarity, but for attracting more qualified 
leads. For accountancy practices that have chosen a 
menu pricing approach, or those who use hourly billing, 
it should be relatively easy to break down pricing on a 
dedicated website page.
 
Positives
• Clarity encourages trust – by listing your fees up front on your 

website clients can see what they are in for before even engaging 
with you.

• Unaffordability beliefs and pricing psychology – some people 
believe that if the price is not shown they cannot afford it.

• Efficiency – people only contact you if they can afford your 
services, which means any leads you do receive from your 
website are arguably more likely to convert to clients.

• Branding – including your pricing positions you in the market. 
It can help show you as a low-cost leader serving the masses 
with simple solutions or a high-cost firm that provides a 
bespoke quality service.
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Negatives
• Inflexibility – when offering a customised service, if you have fee 

information on your website people can have that figure stuck 
in their heads. If individual circumstances mean they would 
necessitate a higher fee, you may find they baulk and choose to 
go elsewhere.

• Your competition will find out how much you charge – they can 
adjust their fees accordingly and try to poach your clients using 
a discount pricing strategy.

• Encourages people to buy for price alone – many people’s 
ideal clients aren’t choosing something so important as their 
accountant based on price alone. 

What is right for my business?
There are many different types of clients and different styles of 
accountancy services and whilst including pricing on your website 
may be right for some, it will not be right for all.

As a whole, an approach of widely publishing pricing is best suited 
to those businesses whose clients don’t want or require advisory 
services and are mainly looking for compliance services.

At the end of the day, whether to include your pricing on your 
website is a personal decision and mainly depends on your 
business and marketing strategy.  

Making changes without losing clients
By changing your pricing model from traditional hourly billing, 
you are changing the conversation with clients from answering 
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questions around hours, to selling outcomes. People are naturally 
wary of change, even if that change will benefit them.

Any changes to pricing and billing methods therefore need to be 
done very sensitively and carefully if you are to avoid upsetting 
your loyal client base. Some accountants have even been known to 
put off making much needed changes to their pricing out of fear of 
alienating their clients.

Confidence and openness are key
You need to communicate what you are going to do, when you 
are going to do it, and how you are going to do it. No matter what 
pricing method you chose, someone will think it is wrong. If you 
communicate openly with your clients throughout the process, 
they can see you are listening to their concerns.

Be prepared to explain the way you work with your clients, why 
you are making changes to your pricing, and demonstrate how you 
add value.

Empowering your staff
You may find that you experience resistance to pricing changes 
from your own team who can be nervous about the effect it will 
have on their clients. Make sure you communicate the when’s and 
the why’s with your team well in advance. If your own staff are not 
on board with the changes, you cannot expect your clients to be.

• Why are you doing this now?
• How will this impact the way you work with us?
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• Will you be applying this pricing strategy to all clients?
• Why can’t I stay with the old pricing method?
• Isn’t there some kind of rule that requires you to keep track of 

your time? (a common misnomer)

Never knowingly underprepared
When it comes to making any big changes to the way you work 
with and bill clients, it is wise to communicate in good time, 
sensitively, and be prepared for a lot of awkward questions. 

You can never be over prepared
One final thought, if words aren’t your thing, you might want 
to consider talking to a good communications professional 
who can act as a wordsmith for your communications to avoid 
misunderstandings. 

In conclusion
There are many routes you can go down when it comes to pricing, 
predominantly based on the individual service you can offer to 
clients. Remember, it is possible to do a combination of different 
types of pricing. For example, a value pricing strategy for higher 
value clients can combine nicely with some basic pre-priced 
packages services or discount pricing for new compliance-focused 
clients.

When reviewing your pricing strategy, communication 
and demonstrating how you add value to clients is key. 
Believe in yourself and the value you add, and your 
clients will too. 
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This Advisable guide was brought to you by Fathom, and is  

part of a series exploring the six key Advisable themes:

• Pricing 
• Education
• Marketing

• Technology
• Service
• Education

For more information visit  
advisable.fathomhq.com 

www.fathomhq.com

http://advisable.fathomhq.com?utm_source=guide&utm_medium=technology%20guide&utm_campaign=advisable
http://www.fathomhq.com?utm_source=guide&utm_medium=technology%20guide&utm_campaign=advisable

