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“How to Keep the Delivery of Your Pricing and Other 
Sales Information Simple!” 

 
Module 4 

 

In Module 1 we talked about the Myths of Pricing and then we went over the 
basics of gathering your financial information to start your pricing structure.  I 
also gave you several forms to start using. 
In Module 2 we took that information and put it into the Cost Analysis 
Spreadsheet to see exactly what it was costing you to do business per hour. 
 
In Module 3 we found out exactly what each embroidery was costing us and then 
we actually created our Price List.  
 
In this last session I want to talk to you about the products that you sell and 
basically how to keep it simple in your sales and pricing.  You do not want to 
take a lot of time or eat up the profit in a sale trying to convince the customer to 
buy a certain item or how to lay out his design. 
 
I have found some simple ways to deliver this information to the client and it 
works 90% of the time.   
 

 Do not give them too many choices. 

 Keep the format of the choices simple 

 Simplify your price list for your corporate wear.  Give them a price 
instantly whether in your shop or out on location in the customer’s 
presence. 

 
Do not give them too many choices 
Within your software program you have many choices for script styles and Block 
styles.  I only give my customers choices of 2 script and 2 block fonts.  These are 
our standard fonts and set ups that we used on a daily basis.  I have definite 
parameters for the set ups for each.  This means that we only have to deal with 4 
basic fonts on a daily basis.   
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The setups go very quickly because we do not have to decide what size letters, 
underlay or pull comp to use for each.  Recipe cards are created for each one 
both within the software and on off line 3 x 5 recipe cards that are stored in a 
Recipe box.  If there is a question at any time, all we have to do was to pull out 
the cards or go to our software and verify the settings.  This keeps set up time to 
a minimum.  If we are creating name files, we do not do any sew outs for names.  
We use the same recipe for every name setup and it always works.  You may 
choose to give them 3 or 4 choices but I have found that the more you give them 
to choose from, the more confused they get and for the sake of time and 
simplicity I have found that this works just fine. 
 
Our basic choices for script are Allegro Script and Brushed Script.  Our basic 
choices for Block are a block letter with serifs such as Goudy or Brantford and 

Plain block or Block as in the Pulse software.  
You will have similar choices or even the same 
style fonts with a different name.  You may 
choose to use Full Block or Athletic block.  It all 
depends on your market. 
 
If the customer is not happy with the choices, 
then we offer them other choices, but there is an 
extra charge attached to these choices.  Most of 
the time, the customer is more than happy with 

the basic choices.   

I have worked with many embroiderers that let their customers choose anyone 
of their fonts.  Many actually show them each font on the computer and spend 
way too much time with their customers while they are deciding on which font 
to choose.  This consumes a huge block of time and greatly increased your cost 
of working with that customer and it is totally unnecessary.   

I have all of my fonts embroidered on felt and I will show them those fonts if 
they decide that they are not happy with my basic fonts, but as I said, they know 
that there is an extra charge to use any of the other fonts.  I will generally charge 
25% more to work with another font.  The sewing out is not that much different 
in time, but the setup takes much more time because I have to spend more time 
with my settings and then do a sew out.  When I am using my templates, I do 
not generally have to do a test sewout because I did that when I set up my 
templates.   
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I have templates set up for woven fabrics and knit fabrics so when I have to do a 
setup I open up the applicable template and I am ready to go.  It takes me only 
about 5 minutes total for many of my setups.  Like I said earlier, this is when you 
can start making money on your setups.  I charge a $35.00 one-time fee for 
most of my setups.  This is almost pure profit! 

If you create monograms you will have to give them more than two choices, but I 
would still keep it very simple.  If you have a couple of good script fonts, you can 
vary them with different sizes and placement styles. You can create a style sheet 
with the same style in many different sizes. The customer wants to see what the 
monogram would look like on a shirt cuff as well as a towel.   Some programs 
will allow you to manipulate the font so that it will appear to be many styles and 
formats.  I know that both the Pulse and the Wilcom programs will do this, but it 
would be too lengthy to go into that for this pricing program.  If this is 
something that you would like to learn about please contact me.  
 
Here is my Monogram Style Sheet.  The 
pictures are very small but it is 2 pages and I 
was trying to get it all into one page. As you 
can see, I give them more choices for 
monograms but monograms are totally 
different than just a standard left chest 
design. 
If they are not happy with these choices then 
they will need to pay for a custom designed 
monogram.  That fee can range anyplace 
from $35.00 to $150.00 depending on the 
monogram and the amount of work that goes 
into it.  I have done several custom 
monograms at the $150.00 range.  If the 
customer or client wants a custom 
monogram, they will have the money to pay 
for it.  This is a different market than just the 
average.  I have done most of mine through 
Interior Decorators. 
 

Keep the format of the choices 
simple 
 
 
When I am talking about a layout sheet here, I am not talking about custom 
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designs.  I am talking about designs that the customer chooses from your stock 
design catalog and you are adding lettering to it.  This could be a simple logo 
from the catalog or it could be a sports symbol, but you do not usually add 
lettering to a custom logo unless it is for a special occasion or a department and 
then that is usually a line under the logo. 
 
I have found that creating a simple sheet of layouts with a few choices will sway 
their decision very quickly.  Each one of these layouts can have a style number 
attached.   
 
This way you simply write in the style number on your order form and circle it 
on your layout sheet so that you do not forget what it was and it keeps the time 
to a minimum.   
 
Create a simple layout code that is internal to your organization.  A code that is 
simple for you and your employees to remember.  I created a 7 digit code that 
was simple for me to remember.  I created all of my layouts to reflect this code.  
This worked for me.  On the Layout sheet I just circle the layout that they want 
and that also keeps it simple.  That is attached to the order form and there is no 
mistake all the way through production. 
This is a sample of the code that I created: 

First digit of code- First line – A for Arched or S for Straight 
Second digit of code - Second line –A for Arched- S for Straight or L for logo 
Third digit of code - Third line – A for Arched – S for Straight or L for logo 
Fourth digit of code - Fourth line - A for Arched – S for Straight or L for logo  
Fifth digit of code – S for Script – B for Block 
Sixth & Seventh digit of code – Basic Size-JB  for jacket back or LC for left 
chest.   

The L could be a stock logo, custom logo or a sports symbol. 
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Above are a few examples that you can use to get you started.  Creating the 
sheets is very simple.  All you have to do is copy some of your layouts out of your 
software into your Paint program in Windows and insert them into a Word 
document. There are other programs that are also available that you can use to 
do a screen capture.  Some of them are free and others cost a few dollars.  I just 
talk about Paint because it is simple and every one that has Microsoft Windows 
also has Paint. 
 
 It is not hard to create a style sheet but it does take some time.  When you have 
your style sheet finished, it is very effective and solves a huge problem.  
 

Keeping Your color Section Simple 

After they pick out the layout you can then proceed with colors. Colors work the 
same way.  You have basic colors that you carry.  The average shop carries about 
30 to 40 colors as a general rule.  If the customer wants something different, 
there is an extra charge.  Many times that extra charge makes them decide to 
choose a shade extremely close to a color that you already carry in stock. I 
charge my customers the total cost of the thread plus the shipping.   

If they are in a hurry and want it shipped in overnight, they must bear this cost 
also.   I do not add a markup on the thread but I surely do want to get back what 
I spent for their thread.  This would not only take away your profit, but it would 
also cost you money to do their work and that is not the object here.  We are in a 
business to make money! You are providing a very valuable service, so don’t feel 
guilty about charging for this part of the sale. 

However much thread you order will depend on the amount of thread that you 
are going to need for the job.  If it is only a small amount, order the small spools.  
Allow approximately 7 yards of thread per thousand stitches of your design.  
Obviously you will need enough thread for each machine head. 

Now, what if a customer wants to take his thread with him after the job is done?  
That is just fine.  I will give the customer the thread.  This has only happened to 
me a couple of times.  They usually do not make that request, but it is possible.  
If they do not want their thread, add this to your stock colors if you think that it 
will be a color that will be used again.  Many times customers will pick odd 
colors for monograms and you can suggest that you keep the thread for them so 
that it will be safe for their next embroidery purchase. If this is the case, package 
it in plastic and label it for that customer.  This is good customer service and this 
type of customer is a very valuable customer and usually returns for many more 
purchases. 
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There are a couple of things that you can do there to keep it simple.  You can 
create a thread chart yourself or you can purchase small cones spools of thread 
for a thread display and they can selection their color from your display. 

 

Here is a thread chart that I created for my website. This corresponds with the 
small spools that I have for my display. 
 
Simplify your price list for your corporate wear or other items that 
you sell. 

In this module I have also given you another workbook.  This is obviously the 
last one that you will get.  This workbook includes your Corporate Wear spread 
sheet.  This does not have to just for corporate wear.  It can be used for anything 
that you sell.  To keep it simple, I call it Corporate Wear. 
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You want to be able to give your customer a price instantly whether in your shop 
or out on location in the customer’s presence.  The format that I have created 
takes a while to put together, but once it is done, you do not have to do it again, 
all that you have to do is update it.  You can copy mine exactly or even use mine.  
It is ready to go; all that you have to do is plug in your own numbers.  The 
numbers that need to be inserted are as follows: 
 

 The cost of your item 

 The cost of your shipping 

 Your percentage of markup 
 

All of the embroidery pricing has been linked to your Embroidery Price List 
so that if you change any of the information in your Price Prep Sheet or your 
Cost Analysis Spread Sheet, it will automatically update. 
 
The Corporate Price List includes your items that you purchase with the 
markup of your choosing and the embroidery pricing for each category.  I have 
created four Stitch Count categories, A-B-C-D, for each Quantity of Pieces 
categories.  This cuts down on a lot of individual figuring of prices and is a huge 
timesaver.  This way you can always be prepared for that instant price. I will 
show you that sheet and show you how simple it is to use. 
 
You can create a price list with all of the items that you see along with the 
embroidery and have a print out so you can see it quickly.   
 
If you are working out of your office you can use one version on your computer 
or IPad that you keep the Cost column open, so that you can plug in the cost 
and come up with the instant answer if they are placing an order that you do not 
have on your sheet.  You can also look to see where you can come down if that is 
required.  With this type of a format, you have lots of choices and information 
right at your fingertips.  
 
Create a different price list for retail, organizations and wholesale.  This is done 
simply by changing the percentage of your markup for each type of sale.  Your 
retail would be your full markup, your wholesale would be your lowest markup 
and your organizations  
would be some place in the middle of the two markups.  This is done very 
quickly by just changing those numbers and printing out a new sheet. 
 
When you download the new Workshop for Session 4 I want you to copy your 
figures overs from session 3 inside of your Cost analysis sheets.  The figures 
should all work out from there, but you will need to update your figures so that  
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you can have it connected with this new workbook.  This is the workbook that 
you will use from now on and will keep a copy of on your hard drive.  After you 
have all of your information loaded into this new one, delete your other ones so 
that there is no confusion. 
 

Creating Hang Tags On Samples 
 
I create hang tags for my sample garments with the A-B-C-D prices written on 
the hang tags. This makes pricing very easy.  Before I visit a customer for a 
presentation, I have a phone conversation with them and know what they were 
looking for. I prepare my samples accordingly. This will make the presentation 
go quickly. I also take extra items or more expensive items to try and increase 
the sale.  Again, if you have to come  
down a little to get the sale, you have already created room in your price list to 
give you that room. 
 
I have included a file called Sample Hang Tag that explains how to create the 
Hang Tag along with a sample showing you the information that I used. 
 
The Cost of the item is your cost from the manufacturer or the distributor. I 
always use the piece price in my calculations.  If you are in a situation where you 
are bidding against someone else, you can always add the dozens price or the 
case price instead if that is what it takes but I would not create my basic price 
list using anything other than the piece price.  You can tell them how special 
they are and for them you are willing to give them a discount. 
 
The Freight cost figures that I have plugged into the spread sheet are not 100% 
accurate. You will need to figure what your shipping costs are and add those 
costs to the Freight row above each of the Cost categories.  When you add in 
the correct figures the cost column will automatically update.  I have been told 
that the freight prices are going to be taking a big jump this year also, so you 
want to be aware of that and keep  your eyes open so that you can make your 
adjustments.  You do not want to have to reduce your profit because of the 
freight increase. 
 
The Percentage of Markup will determine how much you want to make on 
the markup of your items.  If you are selling to someone that is going to resell 
the items, then you will use a lower markup than you will if you are strictly 
selling to retail. This is your choice.  You can choose any markup that you want 
to work with.  You can go as low as 5% for your markup and still make money  
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but I would not go any lower than that. There is no point in money just changing 
hand and you surely do not want to loose any money.   
 
Between the markup of your items and the markup of your embroidery, you 
have many choices and can work with any type of situation.  You have total 
control and flexibility with this type of format. 
 
I hope that these classes have helped you on your journey to creating the type of 
pricing structure that will take you and your business to the next level.  It has 
been such a pleasure for me to put this program together and be able to work 
with all of you.   
 
Joyce Jagger 
The Embroidery Coach 
www.TheEmbroideryCoach.com 
 
 
 

http://www.theembroiderycoach.com/

