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W H O  T H I S  I S  F O R

Home service operators who suspect they are underpriced or are stuck at $1M to $5M with margins so

thin that growth feels like running uphill.

W H AT  Y O U  G ET

The pricing posture, calibration rule, and operational decisions that turn a price-shopped commodity

into a brand customers seek out and pay full price for.

B A S E D  O N

Field research across 200+ home service operators, including pricing coaches, $100M+ shop owners,

and trade-specific consultants. Every claim in this guide is sourced to an operator who runs it.
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BURKSUP Premium Positioning Guide

WHY PREMIUM POSITIONING IS THE ONLY DURABLE ANSWER

Most operators try to fix margin by working harder. But as one veteran pricing coach put it: "There

is no operational fix to being underpriced. You can't cut your way to financial freedom. You can't

become so extremely efficient that you make money." Until pricing is corrected, operational

improvements disappear into the margin gap.

The other path is competing on price. This is lazy and self-defeating. Customers acquired on lowest

price have zero loyalty. The moment a cheaper competitor appears, they leave. Price wars

compress margins to 1 to 2%.

The premium path is a system: build trust, build value, calibrate close rate, subtract work that

dilutes the system. Done right, customers seek you out and say: "We don't care what it costs, just

do it right."

THE CORE REFRAME: TRUST IS THE PRICE JUSTIFIER

The clearest proof: customers pay $20,000 for a 5-ton HVAC unit (versus $6,000 from competitors)

because "they want to know their warranty is going to be legit, that it's a safe person in their

house."

A $14,000 spread on the same equipment. The product is not the unit. It is the warranty, the safe

person, the assurance someone will answer the phone in three years.

Research confirms it at the category level. In a double-blind study of 500 garage door buyers, price

ranked last (9th of 9). The top three: component reliability, warranty on labor and product, attention

to detail including cleanup. The rule worth remembering: "Work for rich people. Rich people will

always have money. Work for rich people, take all their money, they'll make more."

The premium problem is not "how do I get customers to accept higher prices?" It is "how do I get in

front of customers who never asked about price in the first place?"



STEP 1: BUILD THE PRICING POSTURE BEFORE YOU RAISE THE PRICE

The foundational rule: "You've got to charge more than it costs. If you don't know how much it

costs, you're going to wing it." Financial literacy is the prerequisite. Know the number, then price

above it.

The technical price is half the work. The other half is pricing posture, and most operators get it

wrong because of internalized inferiority.

THE SELF-ESTEEM PROBLEM
"The number one cause of problems in our industry is a lack of self-esteem." The white-collar

versus blue-collar divide begins in school (patch versus tie). Tradespeople internalize the inferiority,

and it surfaces as underpricing. If you flinch when you deliver a price, the customer hears the flinch

and negotiates because you signaled you might come down.

THE COPPER ELBOW STORY
The copper elbow story: a copper mine in Chile, ships, factories, FedEx trucks. An entire global

supply chain delivers a copper elbow to the contractor's door. He tells the homeowner the price is

$10,000. She asks if he could shave 5% off. He does. He takes the hit for the entire worldwide

channel. The rule: "Prices only go one way. You've got to price proud."

THE LIP-QUIVER DISCIPLINE
The rule: "Don't let your lip quiver when you deliver the price. Give it with confidence. This is what it

is. And then just shut up. The next person to speak is your customer."

State the price. Stop talking. The customer either says yes or surfaces a real objection. Both are

workable. Filling the silence with discounts because you cannot stand the pause is not. This is

trainable. Practice it with your team.

STEP 2: CALIBRATE YOUR CLOSE RATE TO CONFIRM THE PRICE IS RIGHT

Most operators treat close rate as a vanity metric. Flip it: close rate is a primary pricing signal. The

target is 70%.

Above 70% means prices are too low. The market is accepting your quote without resistance. Below

70% means price is wrong or perceived value is not high enough. If you close 90%, raise prices

until close rate settles. If you close 40%, you have a value, positioning, or wrong-customer problem

to fix before touching price.

WHEN CUSTOMERS SAY THE PRICE IS TOO HIGH
When a customer says the price is too high, the real message is that perceived value is not high

enough. Sell value, do not drop price.



This connects back to the $20K HVAC point. The customer paying $20,000 perceived a $20,000

value because brand, warranty, technician presentation, truck, reviews, website, and conversation

stacked into a value picture that supported the number.

The transaction always goes through when perceived value exceeds price. The strategic question is

never "how do I lower price?" It is "how do I raise value?" Levers: better website, sales process,

estimate process, follow-up, crew training, reviews, uniform, presentation. Every one is

operationally controllable.

STEP 3: THE VIRALITY GAP IS THE PROOF YOUR PRICING IS RIGHT

The spread between perceived value and price is called the virality gap: "If you have a massive

differential between value and price, people are going to talk about you. They're going to share you

with their friends, their family. They're going to post you online."

This is the signal that premium positioning is working. Not just that quotes get accepted, but that

customers tell other people unprompted. A discount-driven referral expects the same discount. A

virality-gap referral arrives pre-sold on the value.

STEP 4: AVOID THE MIDDLE-PRICE TRAP

The undifferentiated middle is the worst strategic position. "You do not want to be in this middle

game. You want to either be the low price competitor or the high-price competitor."

Being average-priced means price is not your differentiator. Most middle-market operators are

average on price and average on positioning, which is a recipe for getting shopped on every quote.

The premium path requires picking the high end and committing. Not gradually. Not with a foot in

both pools. Brand, trucks, website, tech presentation, warranty, follow-up all have to align with

premium positioning. Otherwise the price says one thing and everything else says another, and

customers reject the math.

STEP 5: PREMIUM POSITIONING IS A BY-PRODUCT OF OPERATIONAL FOCUS

Premium positioning is not about charging more arbitrarily. It is a by-product of operational focus.

Once operators start investing in wrapped trucks, top-tier parts, and top-tier training, top clients

seek them out and say: "We don't care what it costs. Just do it the right way."

The sequence:



1. Focus operationally on a tight set of services for a tight customer segment

2. Invest freed-up profit into visible quality (trucks, parts, training, presentation)

3. Top-tier customers self-select toward the visible quality

4. Those customers do not negotiate on price

You cannot skip to step 4. The customers who do not negotiate are the ones who can see the

operational investment. If your trucks look like every other truck and your techs look like every

other tech, you do not yet have a premium offer to charge premium prices for.

STEP 6: GROWTH BY SUBTRACTION IS THE PATH TO PREMIUM MARGINS

The number one reason home service companies get stuck between $1M and $10M: they grow by

addition (more services, more customer types, more geography) when they should shift to

subtraction (the 20% of activities that drive 80% of profit). The correct sequence is grow, optimize,

grow again, optimize again.

THE REVENUE TRAP
A $1M company doing 30% net profit is a better investment target than a $5M company doing 10%.

Buyers pay on profit multiples, not revenue multiples. "Revenues for vanity, profits for sanity."

WHAT TO CUT
Operators who visit $100M+ home service shops find they have zero distractions from their core

trade. One garage door operator stopped running a vehicle wrap shop, in-house mechanics, and a

recycling operation, all diluting focus from the core service.

Another operator cut 80% of lead-generating activities, hyperfocused on their website channel,

and doubled profit within 12 months without adding headcount.

Every revenue line at lower margin than your core trade drags effective margin down and pulls

management attention away from the work that justifies premium pricing.

EBITDA MULTIPLES MAKE THE CASE
Home service EBITDA multiples by size: at $1M EBITDA in demand-driven trades, roughly 8 to 10x.

At $5 to $10M, 12 to 14x. At $20M, 17 to 18x. Dropping low-margin lines (like new construction) can

shift a company from a 6x to a 12x multiple even if EBITDA decreases slightly. Growth-by-

subtraction is not just a margin play. It is an exit-value play.

SUBTRACTION EXERCISE
List every service line, customer type, and acquisition channel as a separate sub-business. Allocate

overhead honestly. Calculate true EBITDA margin in isolation. Then ask:

1. Which sub-business has the highest true EBITDA margin?



2. What happens if you double down only on that one?

3. Which lines are you keeping out of fear that cutting revenue feels like failure?

The fear is the diagnostic. Operators resist cutting revenue because they are not confident that

saying no to revenue will increase profit. The walkthrough builds the confidence to make the cut.

STEP 7: OPTIMIZE BEFORE YOU SCALE, AND DESIGN VERSION TWO

The diagnostic for the $1M to $10M stall: "They don't optimize before they scale. It's a step that

people skip at a specific stage and it's costing them, and it just makes sure they get stuck in this $5

million stage."

The most common excuse for stalling is "I just need more leads." This is deflection. The problem is

rarely lead volume. It is a diluted machine that would only scale its losses with more leads. Capital

only works when poured into a tight machine.

THE VERSION-TWO PRINCIPLE
The closing frame: "What you've built (version one of your business) doesn't need to be the version

you actually scale. Design version two. You have to be intentional about creating these versions."

The business that got you here is not the business that gets you to your margin and revenue target.

Design version two intentionally: which services, which customers, which channels, which pricing.

Then transition on purpose, not by accident.

STEP 8: POSITION AROUND THE CUSTOMER WHO DOES NOT ASK ABOUT
PRICE

The Whale Vomit Method distills the work to three pillars: deliver relevant value, be different, be

rare. All three at once. One or two is insufficient. Whale vomit (ambergris) sells for $6,000 to

$9,000 per pound because it is the most effective perfume fixative, relevant to a specific niche, and

virtually impossible to obtain. Extreme price is a function of relevance plus differentiation plus

scarcity. Not product category.

THE DE-COMMODITIZATION QUESTIONS
The process starts with two questions:

1. Who specifically do I want to serve?

2. What would their version of the perfect service company look like, and what is driving them

crazy about current options?



Build the value proposition from those pain points. That is the path out of commodity comparison.

THE SUPERLATIVE CLAIM
Three words in English signal genuine differentiation: "most," "only," and "-est" words. "Best" is too

vague. One garage door operator owns "industry's highest cycle components" as a defensible

claim. Once a contractor stakes a specific, verifiable "-est" claim, competitors are forced to

concede that ground or change the conversation.

Pick yours. Verify it. Plant the flag.

IMPLEMENTATION CHECKLIST

Pricing posture:

Close rate calibration:

Operational investment:

Subtraction discipline:

Positioning:

You know your actual cost per job with overhead and labor loaded honestly

Lip-quiver drill practiced: state price, silence afterward, no apologies

Team trained on the same posture, not just you

Not pricing in the middle of the market

Close rate tracked per technician and per service line, target 70%

When a customer says price is too high, response is to sell value, not drop the number

Value-raising levers actively improved (website, presentation, sales process, follow-up)

Truck presentation, tech uniforms, and on-site behavior match the price point

Warranty and post-job service support the trust premium

Call answer, scheduling, communication signal premium throughout

Every service line, customer type, and acquisition channel listed as a separate sub-business

True EBITDA margin per sub-business calculated with honest overhead allocation

Written plan to drop or de-emphasize the lowest-margin lines

Your "-est" claim written (verifiable, specific, defensible)

Messaging leads with value and trust, not price or features

Customer profile matches the affluent or value-driven segment that does not negotiate



Version two design:

WHAT THIS GUIDE PRODUCES

A business that stops competing on price because it is no longer comparable to the competitors

that do. Customers arrive pre-sold on trust and value. Quotes get accepted at premium prices with

the lip-quiver discipline holding firm. Close rate settles at 70%. Margins expand because low-

margin revenue lines were cut on purpose. Enterprise value rises because EBITDA multiples reward

the focused operator.

This is the pricing side. For the brand identity side, see the Home Service Brand Blueprint. The

brand earns the click. Premium positioning earns the full-price yes.

Start with the lip-quiver drill. Run a 70% close-rate audit. List sub-businesses by true margin and

identify the one to drop. The rest follows.

All claims in this guide are sourced from operators and pricing coaches who run these systems in

the field. Methodologies drawn from interviews with $100M+ shop owners, trade-specific

consultants, and operator coaches across HVAC, garage doors, lawn care, and general contracting.

Version two of your business written (services, customers, channels, pricing)

Transition plan from version one to version two

Not waiting for more leads to fix problems that more leads will only scale



WH AT 'S  N EXT

READY TO
 THIS?

BurksUP builds the marketing systems that make home service operators

findable, bookable, and referable. This guide is the playbook. We're the

team that installs it.

Book a Free Audit →

burksup.com

INSTALL


