
How to Raise Prices
Without Losing Customers
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We’ve seen many companies raise prices over the years. Some do it 
brilliantly—they see minimal churn, strengthen relationships with 
their best customers, and watch their margins expand. Others create 
absolute chaos. Angry emails. Shocked phone calls. Mass defections. 
Rushed backpedaling that makes them look weak and destroys 
credibility.

The difference between these outcomes isn’t luck. It’s execution.

Here’s what decades of research shows: pricing improvements deliver 3-5x more profit 
impact than cutting costs or boosting volume. But knowing you should raise prices and 
actually pulling it off successfully are two completely different things. Most business 
leaders get stuck in the gap between knowledge and action because they don’t have a 
clear execution playbook.

Today, we’re going to give you that playbook. These are the specific strategies and 
tactics that separate successful price increases from disasters—the communication 
frameworks, the segmentation approaches, the team training, and the retention tactics 
that actually work.

Because the goal isn’t just to raise prices. It’s to raise prices in a way that strengthens 
your business, keeps your best customers, and positions you for sustainable growth.

Segment before you increase
Not all customers deserve the same price, and not all customers will react the same 
way to increases. Before you move, you need to identify your A-tier customers. These 
are customers with high lifetime value, low cost to serve, loyal, and aligned with where 
your business is headed. These customers often care more about outcomes than price.

Then flag your B-tier customers. These are solid revenue generators but price-sensitive 
or have a higher cost to serve. These customers need careful communication.
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Finally, assess your C-tier customers. These are low-margin, high-maintenance, or 
misaligned with your strategy. These are candidates for larger increases or graceful exits.

Consider tiered increases based on segments. Your best customers might see a 5-7% 
increase while problematic customers see 15-20%, effectively pricing them out if they’re 
truly not worth serving.

Create value before you communicate 
price
Never lead with a price increase in isolation. In the weeks or months before announcing, 
stack value. Ship new features, services, or improvements. Increase touchpoints 
with customer success. Share case studies showing results you’ve delivered. Provide 
unexpected value like free training, bonus consulting, or early access to new features.

When the price increase arrives, it should feel like the next logical step in an improving 
relationship, not a random extraction of more money.

Master the communication
How you announce a price increase matters as much as the increase itself. Give 
advance notice—60-90 days for B2B contracts, 30-60 days for smaller transactions. 
Surprises breed resentment. Transparency builds trust.

Frame it around value, not costs. Don’t apologize or blame inflation. Instead, say something 
like “As we continue to invest in specific improvements that benefit you, our pricing will 
adjust to reflect the increased value we’re delivering.” Make it about them, not you.

Be direct but brief. Long explanations sound defensive. Short and confident works 
better. Try something like “Effective January 1st, our rates will increase by 8%. This 
reflects the continued improvements we’ve made to the specific value drivers you care 
about. We’re confident in the ROI you’re seeing and expect that to continue.”
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Grandfather strategically, not universally. Grandfathering—which means keeping existing 
customers at old prices—sounds generous but often backfires. It creates two-tier 
pricing systems, devalues your offering, and traps you with low-margin customers. 
Instead, consider saying “Your current rate will remain in effect through the end of 
your contract term, with new rates applying upon renewal.” This honors commitments 
without creating permanent discounts.

Offer an out for early commitment. Try something like “If you renew by this date, 
you can lock in a slightly lower rate for 12-24 months.” This incentivizes prepayment, 
improves cash flow, and rewards loyalty without undercutting your new pricing.

Train your team to hold the line
Your sales and customer success teams will face pushback. They need scripts for 
common objections. Teach them to say things like “I understand price is a factor. Let’s 
revisit the ROI you’re seeing” or “Compared to the cost of switching providers, learning a 
new system, and risking disruption, this increase is minimal.”

Give them authority to offer alternatives, not discounts. If a customer can’t afford the 
increase, move them to a lower tier of service. Don’t just cave on price.

And make sure your compensation structures reward margin, not just revenue. If sales 
comp is based purely on revenue, your team will discount to close deals. Reward them 
for protecting margins.

Make it easier to stay than to leave
Reduce friction for customers who might be on the fence. Offer flexible payment terms. 
Can they spread the increase across quarterly payments instead of one annual jump?

Create loyalty programs. Tell long-term customers something like “Customers who’ve been 
with us 3+ years receive this small perk.” This signals that long-term relationships matter.
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And increase switching costs subtly. Deepen integration, provide custom reporting, offer 
training—anything that makes you harder to replace.

Have a retention playbook for key 
accounts
For your most important customers, don’t be passive. Proactively reach out. Schedule 
calls before they ask. Say something like “I wanted to discuss the upcoming rate 
adjustment and ensure we’re still aligned on value.”

Come prepared with data. Show them the ROI they’re getting, benchmarks against 
alternatives, or case studies of outcomes you’ve driven.

And offer custom packages if needed. For truly strategic accounts, consider capping 
their increase in exchange for a longer contract commitment.

But be willing to walk away from customers who won’t pay fair value. Keeping 
unprofitable customers to avoid awkward conversations is a slow path to mediocrity.

The Long Game: Building Pricing Power
The best time to raise prices was last year. The second-best time is now. But the real 
work is building a business that can raise prices regularly without drama.

Differentiate relentlessly. The more unique your offering, the less price-sensitive your 
customers become. Commodity businesses have no pricing power. Category-of-one 
businesses do.

Deliver measurable outcomes. If you can quantify the value you create—time saved, 
revenue generated, costs reduced—price becomes a smaller part of the conversation.

Cultivate switching costs. Integration depth, proprietary data, team training, custom 
workflows—anything that makes leaving painful strengthens your position.
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Build brand equity. Premium brands can charge premium prices because customers 
believe they’re getting something better. Invest in reputation, not just product.

Create pricing discipline culturally. If your default answer to objections is discounting, 
you’ll never have pricing power. Train your team to sell on value, not price.

The Bottom Line
The difference between companies that raise prices successfully and those that create 
chaos comes down to execution. It’s not about being lucky or having the perfect market 
conditions. It’s about having a clear framework and following it with discipline.

If you’re delivering real value, most customers will stay when you raise prices thoughtfully. 
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Next Step

Don’t let fear of execution keep you trapped with eroding 

margins. Raise your prices. Do it strategically, communicate it 

clearly, and execute it confidently. Your business—and your best 

customers—will be better for it.



1

About Harding, Shymanski & Co.
Harding, Shymanski & Company, P.S.C. is a public accounting firm with offices in Evansville, Indiana, 
and Louisville, Kentucky. We are one of the largest accounting firms in Southern Indiana and Kentucky, 
providing experienced professionals who look beyond the numbers to the heart of complex issues.

Our clients range in size from small proprietorships to billion-dollar corporations, from closely-held 
and family-owned businesses to publicly traded firms. They span nearly every industry: finance, 
communications, construction, mining, manufacturing, non-profit, wholesale, retail, transportation, 
government, health care, and service. They all have one thing in common: they count on our expertise to 
capitalize on their opportunities and make the best of their challenges.
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