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Abstract 
This teaching case explores the entrepreneurial journey of Scott, a retired Army veteran 
and doctoral student who founded Heart of Texas Veteran Engravings, a small memorial 
business specializing in custom granite headstone markers sold through Etsy. Motivated 
by a desire to regain purpose after military service and financial instability, Scott built an 
efficient, mission-driven enterprise with more than 350 customer orders and strong early 
momentum. However, recent increases in tariffs on imported granite, rising platform 
fees, and intensifying competition created severe pressure on the company’s cost 
structure and long-term sustainability. This case invites students to evaluate the 
accounting, taxation, and financing challenges that arise when a small product-based 
business becomes vulnerable to global trade conditions and platform dependency. 
Students are asked to analyze realistic financial constraints, assess industry risks, and 
recommend strategic options involving inventory management, product refinement, or 
service expansion. The case is appropriate for undergraduate and graduate courses in 
entrepreneurship, accounting, small business management, and digital commerce. 

Introduction  

The shop was quiet except for the low hum of Scott’s 
engraving machine. It was nearly midnight, and he was 
reviewing a stack of invoices, tariff notices, and Etsy fee 
statements under the dim light of his workbench. Outside 
the metal container that served as his production space, the 
Texas air was warm and still. Inside, the reality of his situ
ation felt heavier with each passing night. The numbers on 
the page no longer looked like the foundation of a growing 
business. They looked like a warning. 
Only a year earlier, Scott believed he had finally found 

his path forward. After retiring from the Army with service-
connected disabilities following years in combat zones and 
military medical facilities, he returned home to Texas seek
ing stability and a renewed sense of purpose. While com
pleting his doctoral studies, he observed a growing need 
among families searching for affordable and personalized 
memorials. Traditional monument companies often 
charged higher prices or required longer lead times, and 
Scott saw an opportunity to serve others through crafts
manship and reliable service. 
Using his military retirement income to support living 

expenses, he invested personal savings and credit into en
graving equipment, granite inventory, and a small produc
tion setup on his family’s twenty-acre property. With no 
employees and no leased space, he kept his overhead low. 
Etsy provided an accessible online platform with built in 
traffic, secure payments, and an easy process for customers 

to request customized designs. The business grew quickly. 
Scott completed more than 350 memorial orders in less 
than a year and generated more than 120,000 dollars in rev
enue. His work earned exceptional reviews, and he rein
vested every dollar into the business. He purchased two 
40-foot metal containers for granite storage and equipment 
housing, and developed a streamlined production system 
that allowed him to manage each order from design to ship
ment. 
By early 2025, the economics of the business shifted sig

nificantly. Tariffs on imported granite increased, interna
tional freight became less predictable, and Etsy fees con
tinued to rise. Competitors selling lower quality or cheaper 
materials began lowering prices, which placed pressure on 
the market. Although Scott maintained strong customer 
demand and excellent reviews, his margins were shrinking 
and the long-term sustainability of his business model had 
become uncertain. As he sat alone in his workshop, Scott 
recognized that he had reached a critical point. To keep 
Heart of Texas Veteran Engravings viable, he needed to 
evaluate new strategic options that balanced financial pres
sures, operational capacity, and the mission that motivated 
him from the beginning. 

About the Company    

Overview  

Heart of Texas Veteran Engravings is a veteran owned 
small business that specializes in personalized granite 
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memorial products. The company operates from Scott’s 
rural Texas property, where engraving takes place inside a 
dedicated production building equipped with professional 
laser technology. Granite inventory is stored separately in 
two metal containers located on the property. The business 
is structured as a sole proprietorship without employees or 
leased facilities, which allows Scott to maintain direct con
trol over production quality while keeping operating costs 
low. The company has developed a reputation for careful 
craftsmanship, reliable communication, and respectful ser
vice to families experiencing loss. 

Mission and Values    

The mission of the company is to provide families with 
meaningful memorials that combine affordability, high 
craftsmanship, and compassionate service. Scott’s back
ground as a veteran influences the values that guide the 
business. He views each memorial as a responsibility that 
requires attentive communication, accuracy in design, and 
sensitivity to the emotional circumstances of the families 
he serves. These values are reflected in every stage of the 
customer experience, from initial conversations to the com
pletion and shipment of the finished piece. 

Product Offerings   

The company creates a variety of engraved granite 
memorials that are customized to reflect each family’s pref
erences. These include flat granite headstone markers used 
in cemeteries, smaller mini memorial stones designed for 
indoor or outdoor display, upright memorials, and heart 
shaped stones. In addition to these core products, Scott 
produces designs that incorporate religious themes, mili
tary symbolism, cultural motifs, and custom artwork. Cus
tomers often request photo engravings, portraits, or sym
bolic images that personalize the memorial. All engraving 
and finishing work are completed in house, which allows 
Scott to maintain consistency and ensure that each piece 
reflects the quality standards that define the business. 

Operational Structure   

Production occurs inside a dedicated building where 
Scott completes all design, engraving, finishing, and pack
aging activities. Granite stones are stored separately in two 
metal containers, which provide secure and organized stor
age for inventory while protecting the material from envi
ronmental exposure. This arrangement keeps the produc
tion environment clean and efficient and reduces the risk of 
damage to finished or unfinished granite pieces. Scott man
ages every component of the workflow, including commu
nication with customers, preparation of digital proofs, en
graving, cleaning, finishing, quality checks, and packaging 
for shipment. This structure allows the business to deliver 
consistent results but also means that production capacity 
depends entirely on Scott’s time and physical capability. 

Platform and Market Position     

Etsy is the primary marketplace for the company. The 
platform provides national visibility, automated payment 
processing, and an accessible way for customers to submit 
design requests and upload photographs. Etsy also sim
plifies administrative obligations by collecting applicable 
state taxes on each sale. Although the platform supports 
sales volume and exposure, it also introduces constraints 
related to fees, search algorithms, and the presence of 
lower cost competitors. These dynamics influence pricing 
strategies and shape how the business must position itself 
to maintain profitability and visibility. 

Constraints and Vulnerabilities    

While the company benefits from low overhead and di
rect control over production, it also faces limitations. The 
business relies entirely on Scott’s labor and expertise, 
which restricts the number of orders that can be completed 
at any given time. The use of imported granite exposes 
the company to tariff changes, shipping fluctuations, and 
broader global supply chain issues. Additionally, reliance 
on a single online platform means that changes to Etsy 
policies or fee structures can significantly affect profitabil
ity. These vulnerabilities have become more significant in 
recent years and now play a central role in Scott’s assess
ment of the company’s future strategic direction. 

Company Operations   

Production and Workflow    

Heart of Texas Veteran Engravings operates through a 
single owner production system designed to maintain effi
ciency, consistent quality, and low overhead. All engraving 
work takes place inside a dedicated production building on 
Scott’s family property. This building houses the laser en
graving equipment, finishing tools, packing materials, and 
the workspace needed to produce each memorial from start 
to finish. Granite slabs are stored separately in two metal 
containers located elsewhere on the property. This separa
tion between production and storage allows Scott to keep 
the work environment organized and ensures that both raw 
materials and finished memorials remain protected. 
The production workflow follows a clearly defined se

quence that begins when customers place their orders 
through Etsy. The platform serves as the point of contact 
where buyers submit customization details, photographs, 
and inscriptions. Payment processing and state tax collec
tion are handled automatically, which simplifies adminis
trative work. Once an order is received, Scott prepares the 
design using digital engraving software. Customers receive 
a proof to review, and adjustments are made based on their 
feedback to ensure accuracy before engraving begins. 
After design approval, Scott moves to the engraving 

process. Each memorial is engraved, cleaned, polished, and 
finished within the production building. The laser equip
ment allows Scott to achieve fine detail in portraits, re
ligious symbols, and script lettering, while the controlled 
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space helps maintain consistent engraving conditions. 
Once a memorial has been completed, it is carefully pack
aged using protective foam and reinforced shipping ma
terials. Scott coordinates shipment through UPS and uses 
Etsy’s integrated label system to ensure that tracking infor
mation is available to customers. 
Although this system gives Scott full control over quality 

and craftsmanship, it also places the entire production bur
den on a single individual. All tasks related to design, cus
tomer communication, engraving, finishing, packaging, 
and scheduling fall on Scott alone. The business benefits 
from this direct oversight, but production capacity remains 
limited by the amount of work Scott can reasonably man
age. 

Sourcing and Inventory Management     

The granite used for production is sourced from inter
national suppliers in regions known for high quality dark 
granite that performs well in laser engraving. Granite ar
rives through United States ports and is delivered to the 
property by freight carriers. Because imported granite is 
heavy and durable, it can be purchased in larger quantities 
and stored safely for extended periods. The two metal con
tainers on the property serve exclusively as storage for 
granite slabs and provide a stable and secure environment 
that protects the material from weather and damage. 
Sourcing granite from international vendors exposes the 

company to variations in shipping costs, tariff changes, and 
freight timelines. Scott must balance the desire to purchase 
larger quantities at lower prices with the need to maintain 
sufficient cash reserves for operations. Inventory decisions 
therefore require careful planning because the cost of gran
ite can increase suddenly, and shipments can be delayed or 
disrupted without warning. 

Platform Dependency and Marketing     

Etsy is the primary source of customer traffic and serves 
as the core sales channel for the business. The platform 
provides national reach, built in search visibility, and au
tomated administrative functions that simplify the buying 
process for families seeking personalized memorials. Etsy 
collects state sales taxes, processes payments, and facili
tates communication between buyers and sellers. 
However, dependence on a single platform creates oper

ational and strategic vulnerabilities. Etsy charges transac
tion and processing fees that reduce Scott’s net earnings, 
and fees can increase when orders originate from offsite ad
vertising. Product visibility is influenced by Etsy’s internal 
search algorithm, which can change at any time and sig
nificantly affect how many potential customers see Scott’s 
listings. Competition on the platform also introduces pric
ing pressure, particularly from sellers offering lower cost or 
lower quality products. Scott does not operate a separate 
website or engage in advertising outside of Etsy. Although 
this simplifies operations, it increases reliance on platform 
policies and limits the company’s ability to diversify its cus
tomer acquisition strategy. 

Quality Control and Customer Management      

The reputation of Heart of Texas Veteran Engravings de
pends heavily on the accuracy of customization and the 
quality of engraving work. Scott communicates directly 
with each customer to clarify design details and ensure that 
the memorial reflects their expectations. Many buyers are 
grieving family members, and Scott prioritizes timely re
sponses, detailed design proofs, and clear explanations of 
the production process. Through this approach, the com
pany has developed a strong record of customer satisfaction 
that is reflected in reviews and repeat requests. 
Maintaining this level of service requires significant time 

and attention. Scott is responsible for addressing questions, 
updating customers throughout the production process, 
and ensuring that every memorial is completed and pack
aged with care. While this strengthens customer relation
ships, it also increases the workload on a single operator 
and limits the company’s potential to scale. 

Operational Challenges   

Despite the systems Scott has established, the business 
faces several operational constraints. Production capacity is 
limited because all work depends on Scott’s individual la
bor and expertise. Delegation is difficult because engrav
ing requires specialized knowledge and precision that Scott 
handles personally. Fluctuations in tariff rates and import 
costs create ongoing uncertainty in material pricing, mak
ing it challenging to maintain consistent margins. Fees as
sociated with Etsy reduce net income and add pressure to 
already tight profit margins. Finally, because Scott finances 
inventory through personal funds and reinvested revenue, 
he has limited ability to purchase granite in bulk even when 
prices temporarily fall. These operational realities require 
careful consideration as Scott evaluates potential strategic 
changes that balance financial sustainability with the mis
sion driven purpose of his work. 

Industry Overview   

The memorial products industry in the United States in
cludes a wide variety of suppliers, engravers, wholesalers, 
funeral homes, installers, and online retailers who provide 
headstones, grave markers, and personalized remembrance 
items. Traditional monument companies continue to op
erate with physical showrooms and local installation ser
vices, yet a growing portion of the industry has shifted to 
online platforms that allow consumers to order customized 
memorials directly from independent engravers. This shift 
has expanded consumer choice and increased competition, 
particularly in the segment of personalized granite memo
rials. 

Dependence on Imported Granite     

A substantial share of granite used in United States 
memorial products is imported from international suppli
ers, especially from China and India. These regions produce 
granite with the consistency, hardness, and finish required 
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for high quality laser engraving, which makes them es
sential to many small engraving businesses. This reliance 
creates significant vulnerability for small operators. Tariff 
changes can directly affect the cost of imported granite and 
have increased sharply in recent years. International lo
gistics are subject to delays, rising freight costs, and port 
congestion, any of which can disrupt access to inventory. 
Supplier concentration also limits the negotiating ability of 
small engravers who often depend on a few overseas ven
dors for consistent supply and quality. Even modest fluctu
ations in tariffs or shipping costs can reduce operating mar
gins for small businesses, leaving them exposed to financial 
instability. 

Rise of Online Selling Platforms      

Online marketplaces have become a major force in the 
memorial sector. Platforms such as Etsy, Amazon Hand
made, and specialized memorial websites attract families 
seeking personalized designs, fast communication, and 
transparent ordering processes. Etsy in particular has be
come a preferred platform because it provides an intuitive 
customization interface and access to a large community of 
buyers who value handmade and personalized items. While 
these platforms expand reach, they also introduce uncer
tainty. Listing visibility depends on search algorithms that 
change regularly. Platform fees reduce the amount sellers 
receive from each transaction. Competitive pricing on large 
platforms can push margins downward. Changes in policies 
or promotional systems can affect sales volume with little 
notice. For independent engravers who rely on a single on
line platform, these shifts can create operational and finan
cial challenges. 

Competitive Landscape   

The competitive environment for engraved memorial 
products includes low cost sellers, traditional monument 
companies, and independent online engravers. Low cost 
sellers often operate with minimal customization and focus 
on high volume, which places downward pressure on plat
form prices. Traditional monument companies usually 
maintain higher overhead and in person service models, 
which results in higher prices and longer production time
lines. Independent engravers like Scott occupy an increas
ingly relevant middle space. They operate with lower over
head than traditional brick and mortar businesses and 
provide far more customization than low cost sellers. Their 
competitive advantage generally lies in personalization, 
communication, and the emotional sensitivity they bring to 
the customer experience. Because memorial purchases are 
both emotional and time sensitive, families often priori
tize trust and craftsmanship over the lowest available price, 
which can favor independent engravers who maintain high 
service standards. 

Regulatory and Policy Environment     

Government regulation of the memorial products indus
try is limited, although cemeteries often enforce installa

tion standards for specific marker types. The most signifi
cant regulatory factor affecting the industry is federal tariff 
policy on imported granite. Since 2018, tariffs on Chinese 
granite have risen dramatically from low single digit per
centages to more than twenty five percent, and in some 
periods even exceeded one hundred percent when com
bined with retaliatory measures. These sudden increases 
have immediate effects on material costs for small engrav
ing businesses that rely on imported granite. Because many 
of these businesses operate with limited cash reserves and 
depend on consistent pricing for profitability, abrupt tariff 
changes can severely disrupt their operations and force 
rapid adjustments in pricing or sourcing (Amiti et al., 
2019). 

Overall Industry Outlook    

Despite these challenges, overall demand for memorial 
products in the United States remains steady due to con
sistent mortality rates and a growing interest in personal
ized remembrance items. Families increasingly seek memo
rials that reflect individual identity, cultural heritage, or 
personal symbolism, which supports ongoing demand for 
custom engraving services. At the same time, competition 
continues to intensify as more sellers enter online market
places. Small businesses face ongoing pressure from tar
iff volatility, rising shipping costs, platform dependency, 
pricing competition, and heightened expectations for cus
tomization and quick turnaround times. For business own
ers like Scott, long term success requires careful manage
ment of supply chain risk, sustained commitment to 
quality, and strategic decisions that support both financial 
stability and the mission of serving families with care. 

Financial Overview   

The financial performance of Heart of Texas Veteran En
gravings reflects a business experiencing rapid growth 
while operating in an environment shaped by tariff volatil
ity, international logistics, and platform-based selling con
straints. Table 1 presents the company’s revenue for 2024 
and 2025, illustrating a significant increase from 63,259.91 
dollars in 2024 to 167,392.17 dollars through November 
2025. This upward trend demonstrates the strong demand 
for personalized granite memorial products and the grow
ing visibility of the business on Etsy. Early sales in 2024 
were modest, but monthly revenue increased consistently 
throughout the year, culminating in a peak during Novem
ber. This pattern reflects the stabilization of Scott’s produc
tion processes and a growing customer base driven by posi
tive reviews and consistent turnaround times. 
Profitability followed a similar trajectory. As shown in 

Table 2, profit increased from 52,350.47 dollars in 2024 
to 135,036.72 dollars through November 2025. The profit 
data reveal clear seasonality and improved operational ef
ficiency. Months such as March, April, May, and June of 
2025 show profit levels well above fifteen thousand dollars, 
indicating the company’s ability to meet high order vol
umes through a streamlined production system. Although 
December 2025 remains open at the time of reporting, the 
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January $0.00 January $7,931.99
February $42.49 February $8,384.74
March $914.97 March $19,520.34
April $2,084.94 April $19,435.85
May $5,903.01 May $20,350.24
June $6,604.57 June $20,442.65
July $11,331.30 July $20,080.73

August $6,150.93 August $18,572.63
September $7,305.00 September $20,228.52
October $6,594.97 October $6,470.59

November $9,661.23 November $5,973.89
December $6,666.50 December $0.00

Total $63,259.91 Total $167,392.17

2024 2025

Revenue

Table 1. Heart of Texas Veteran Engravings’ 2024 -        
2025 Revenue   

January -$5.00 January $6,449.45
February $37.69 February $6,784.32
March $779.74 March $15,742.74
April $1,297.61 April $15,698.20
May $4,769.21 May $16,780.80
June $5,412.01 June $16,906.53
July $9,646.72 July $15,708.29

August $5,159.01 August $15,144.49
September $5,943.63 September $16,566.40
October $5,658.57 October $4,653.83

November $8,151.33 November $4,601.67
December $5,499.95 December $0.00

Total $52,350.47 Total $135,036.72

Profit

2024 2025

Table 2. Heart of Texas Veteran Engravings’ 2024 -        
2025 Profit   

year-to-date profit already exceeds the entire prior year, 
demonstrating the strength of the company’s financial po
sition. While the revenue and profit figures show a finan
cially successful and growing business, they also highlight 
the structural vulnerabilities Scott must consider. The posi
tive financial outcomes occurred during a period marked by 
increasing material costs driven by tariff fluctuations, rising 
international freight charges, and the cumulative burden 
of Etsy fees on each transaction (Schor et al., 2020). The 
company remains heavily dependent on imported granite, 
which exposes it to unpredictable changes in cost and avail
ability. In addition, because Scott operates as a sole propri
etor without employees, production capacity and customer 
communication rely entirely on his availability, limiting 
scalability even during high-demand periods. 
The combined financial data reveal a business that is 

both promising and fragile. Heart of Texas Veteran Engrav
ings enjoys strong consumer demand and healthy margins, 
yet the foundation of its financial performance remains 
sensitive to external pressures and operational constraints 
beyond Scott’s control. These realities frame the central 
challenge of the case. Scott must determine whether the 

current approach can sustain long-term growth or whether 
a shift in strategy is required to protect the stability of the 
business while honoring the mission that guides his work. 

Charting the Next Move     

Although Heart of Texas Veteran Engravings experienced 
strong financial performance through 2025, the company’s 
dependence on imported granite, rising tariff exposure, and 
the physical limits of a single-owner production model cre
ated uncertainty about the business’s long-term stability. 
The revenue and profit trends in Table 1 and Table 2 sug
gested a healthy enterprise, yet Scott recognized that future 
success required choosing a strategic path that balanced 
growth potential with operational feasibility. He identified 
three primary options. 

Option 1: Stockpile Inventory     

With granite tariffs rising at the beginning of 2025, Scott 
considered purchasing large quantities of headstones while 
prices remained manageable. His twenty-acre property and 
paid-off forty-foot storage containers gave him ample space 
to hold excess inventory. Stockpiling offered several poten
tial advantages. It could protect the business from future 
price increases, reduce the impact of international freight 
volatility, and ensure consistent production schedules even 
when suppliers experienced delays or shortages. At the 
same time, this approach required a significant upfront in
vestment and would tie up a large portion of the company’s 
available cash. Expanding inventory also created the risk 
of holding materials that might not align with future cus
tomer preferences or design trends, limiting Scott’s flexibil
ity to adapt if the market shifted. 

Option 2: Drop-Shipping    

A second option involved offering drop-shipping ser
vices to other online memorial sellers. Many new entrants 
into the Etsy memorial market lacked the equipment, skills, 
or storage capacity to produce engraved stones themselves. 
Scott could leverage his production system to engrave, 
package, and ship stones directly to customers on behalf 
of these sellers. This model offered opportunities to gen
erate revenue with minimal marketing expenses and could 
position Heart of Texas Veteran Engravings as a specialized 
vendor within a growing niche. However, adopting a drop-
shipping model would add operational complexity. It re
quired reliable quality control, coordination with external 
sellers, formal service agreements, and mechanisms for 
tracking orders throughout fulfillment. It also introduced 
reputational risk if third-party sellers provided inaccurate 
product descriptions or inconsistent communication with 
customers. 

Option 3: Refine Product Line      

The third option involved narrowing the range of offer
ings to focus on premium, high-margin memorials. Certain 
product types, such as flat granite headstones and special
ized mini memorials, consistently generated higher mar

From Service to Stone: A Veteran’s Financial Fight to Save His Memorial Business

Small Business Institute Journal



gins relative to production time and material use. Concen
trating on these items would simplify operations, reduce 
production variability, and allow Scott to allocate more 
time to quality enhancement and customer engagement. 
A more focused product portfolio could strengthen brand 
identity and improve capacity management during peak 
sales periods. The tradeoff could be a potential decline in 
overall order volume if customers seek designs not included 
in the refined portfolio. This strategy required Scott to de
termine whether emphasizing premium offerings would in
crease the average transaction value enough to offset the 
loss of lower-margin but high-volume items. 

Conclusion  

This case highlights the challenges faced by small busi
ness owners operating in industries shaped by global supply 
chains, fluctuating import costs, and shifting consumer ex

pectations. While Heart of Texas Veteran Engravings ex
perienced significant growth and strong financial perfor
mance, rising tariff exposure, freight volatility, and the 
limitations of a single-owner production model introduced 
uncertainty about its long-term sustainability. Scott must 
choose a solution that addresses these pressures while pre
serving the company’s financial stability and mission-dri
ven commitment to quality. Implementing too many 
changes could increase operational strain or alter the char
acter of the business, yet not implementing enough 
changes may leave the company vulnerable to future cost 
shocks. The decision now rests in determining which 
strategic path will best position the business for continued 
success. 
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Teaching Notes   

Case Summary   

From Service to Stone: A Veteran’s Financial Fight to 
Save His Memorial Business presents the story of Scott, a 
retired U.S. Army veteran who built Heart of Texas Veteran 
Engravings from his rural property using personal funds, 
credit, and reinvested earnings. The business gained strong 
early traction on Etsy, completing hundreds of custom 
memorial orders and generating meaningful revenue and 
profit through 2024 and 2025. Despite this success, Scott’s 
company now faces rising tariffs on imported granite, in
creased platform fees, and the operational limits of a sin
gle-owner production model. Students are asked to eval
uate three strategic options that could strengthen the 
company’s long-term sustainability: stockpiling granite in
ventory, offering drop-shipping services to other sellers, or 
refining the product line to emphasize high-margin offer
ings. The case provides an applied framework for analyzing 
small business strategies, financial decision-making, and 
the realities of operating in a platform-dependent, trade-
sensitive environment. 

Target Audience   

This case is designed for undergraduate and graduate 
audiences in courses such as Entrepreneurship, Small Busi
ness Management, Strategic Management, Managerial Ac
counting, E-commerce, or courses focused on veteran en
trepreneurship. It can be taught in a single seventy five 
minute class period with a follow-up written recommenda
tion or decision memo. 

Learning Objectives   

After completing this case, students should be able to: 

Teaching Objectives and How to Use the Case         

Teaching Objectives   

This case is ideal for instructors wishing to: 

Suggestions for Using the Case      

Instructors may consider the following approaches when 
facilitating discussion of this case: 

Suggested Class Discussion Questions     

Instructor Guidance and Expected Responses      

Option 1: Stockpiling Granite     

Students who favor inventory stockpiling often focus on 
protection from tariff spikes and shipping delays. Instruc
tors should probe: 

1. Evaluate the impact of tariffs, global sourcing, and 
international logistics on a small, product-based 
business. 

2. Analyze the risks of platform dependency, including 
fee structures, competition, and algorithm-driven 
visibility. 

3. Compare three strategic options related to sustain
ability: inventory management, service expansion, 
and product line refinement. 

4. Interpret financial statements for a small business 
using real revenue and profit data. 

5. Consider the interaction between entrepreneurial 
identity, personal circumstances, and business strat
egy. 

• Apply financial and strategic analysis to a real small 
business environment. 

• Demonstrate how macroeconomic factors such as tar
iffs and freight costs affect operational decisions. 

• Discuss the constraints of sole proprietorships oper
ating in emotionally sensitive product categories. 

• Explore the relationship between personal values, 
mission-driven work, and business sustainability. 

• Encourage students to weigh tradeoffs between 
growth, risk, and operational complexity. 

• Open with a discussion of the memorial industry and 
the role of Etsy in enabling micro-entrepreneurship. 

• Guide students through Scott’s revenue and profit ta
bles to highlight financial strengths and vulnerabili
ties. 

• Divide the class into groups, assigning each group 
one of the three strategic options to defend. 

• Use frameworks such as Porter’s Five Forces, SWOT, 
and cost structure analysis to deepen the conversa
tion. 

• Close with a full-class debate on which option best 
balances stability, feasibility, and Scott’s personal 
mission. 

1. How do tariffs, global sourcing challenges, and inter
national freight costs affect Scott’s material costs and 
pricing decisions? 

2. What risks arise from depending almost entirely on 
Etsy as a sales channel? 

3. Which of the three strategic options is most com
pelling for long-term sustainability, and why? 

4. How do Scott’s military background, disability status, 
and personal values influence his risk tolerance and 
decision-making? 

5. What financial and operational tradeoffs emerge 
when a small business seeks to scale while maintain
ing quality and personal service? 

• Whether Scott’s cash reserves can support the up
front investment 

• Liquidity tradeoffs 
• Inventory obsolescence risk if customer preferences 
shift 

• Storage capacity vs. capital constraints 
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This option is attractive for cost stability but difficult for 
a business with limited financial reserves. 

Option 2: Drop-Shipping Services     

Students who emphasize drop-shipping usually focus on 
scalability and diversification. Instructors should push 
them to consider: 

This option grows revenue potential but introduces op
erational complexity and new managerial burdens. 

Option 3: Refining the Product Line       

Students choosing this option often value efficiency, 
brand clarity, and margin stability. Instructors can ask: 

This option may reduce volume but support a more man
ageable, profitable, and sustainable business model. 

Common Student Mistakes    

• Quality control risks 
• Coordination challenges with external sellers 
• Reputation risk if third-party sellers provide inaccu
rate listings 

• Production bottlenecks for a single-owner operation 

• How narrowing the product line changes customer 
reach 

• Whether higher margins compensate for fewer overall 
orders 

• How this strategy aligns with Scott’s mission and 
workflow 

• Whether focusing on premium offerings strengthens 
long-term positioning 

• Proposing that Scott pursue all three strategies at 
once 

• Ignoring liquidity constraints inherent in stockpiling 
• Overestimating the ease of managing drop-shipping 
partners 

• Underestimating the emotional and physical toll of 
sole proprietorship 

• Failing to distinguish profit from cash flow, especially 
given Scott’s personal income sources 
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