
Estimates and Invoicing 
Panel Discussion



Where to start?
Understand your EFFICIENCY and how much LABOR you have available. 

• Sales (Quarter/Annual) – Materials*Markup = Labor Revenue

• Labor Revenue / Shop Labor Rate = Billed Hours

• Hours Worked / Billed Hours = % Billed (Efficiency/Productivity)

• Wages + Overhead / Billed Hours = Cost per hour

• Shop Labor Rate – Cost per hour = Labor Profit (or not) per hour

Do some basic math 
every quarter or at the 
minimum every year. 



Revenue w/ 10% Margin $450,000 $362,500 3776 Hrs Labor Rate $84.36 52%

Revenue w/ 20% Margin $506,250 $418,750 4362 Hrs $97.45 60%

Revenue Hitting Goals $499,309 $411,809 4289.7 Hrs $95.84 59%

Weekly Goals
Labor Billed out $8,404 

Material Billed out $1,786 

Total Weekly Production $10,190 

Monthly 
Goal

Weekly 
Sales Goal

Average 
Hrs/Wk

Jan 5% $24,965 $6,241 62.41

Feb 8% $39,945 $9,986 99.86

Mar 10% $49,931 $12,483 124.83

Apr 10% $49,931 $12,483 124.83

May 10% $49,931 $12,483 124.83

Jun 10% $49,931 $12,483 124.83

Jul 12% $59,917 $14,979 149.79

Aug 11% $54,924 $13,731 137.31

Sep 7% $34,952 $8,738 87.38

Oct 7% $34,952 $8,738 87.38

Nov 5% $24,965 $6,241 62.41

Dec 5% $24,965 $6,241 62.41

Total 499309

Adjust your Labor Rate

Estimate or TrackEstimate or Track

Adjust your Labor Rate

Levers

Break your goal down to the week 
or month. Translate it to hours 

Helps you estimate jobs based on 
number of Hours or Days that type 
of project typically takes your 
team.



Labor
Materials



Bill of Materials – "Shopping Cart"

Great for Upholstery 
Projects or products 
you have not created 
a pricing system for.  



Break your labor into Steps or 
Buckets for the project. C

Tear down, stuffing, stapling, etc

Patterning, scribing, design work

Sewing

As many buckets as you can and do some 
tracking to see how your estimate pans out, are 
you consistently underestimating one of these 

steps?



Formula Based Pricing 
(vs Grid Pricing) 

Material Formulas 
How would you calculate a blank for the project? 

(2 x Length + Allowance) = Material needed

Labor Formulas
(Perimeter * number of passes around cover) / 

sewing speed = Sewing Labor needed



Finding the relationship between the SIZE 
and the time it takes you to complete. 

Or between the FEATURES and how long 
it takes to complete that part or 

component.

The upside is once you find those 
relationships you don’t need to constantly 
recalculate them unless you improve your 

process. 



Time Tracking and Estimates



Time estimates

• Stapled to every order
• Estimates filled out based on similar previous jobs
• Entered into tracking system and customer drop off scheduled



• Customer calls in looking for estimate
• Rough estimate given based on information supplied by 

customer and our previous experience on building tops and 
covers.

• If customer agrees to estimate, deposit of half down is 
placed

• Sales Order created
• Project times estimated and given to project coordinators
• Project coordinators enter times in Tracking system
• Boat drop off scheduled with customer



Work Orders filled 
out at Appointment

• Meet with customer
• Finalize project details
• Adjust pricing accordingly with 

final project details



SugarHouse Industries
Tracking System



Custom item 
estimates

• Custom items are priced on a per 
job basis

• Times are estimated by using our 
years of experience

• Custom items tend to be more 
expensive since they don’t 
usually flow through production                       
as smoothly.



Feel Free to reach out anytime with questions.
Eric Sevy

eric@sugarhouse.us

mailto:eric@sugarhouse.us
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