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Executive Summary

Commercial space remains a capital-intensive, highly visible, and still maturing
industry. In this paper, “commercial space” refers primarily to commercial human
spaceflight and research or manufacturing payload activity in Low Earth Orbit (LEO).
Within this domain, customer stewardship should not be viewed as a secondary service
function. It is a necessary form of risk management.

Technical mission success alone does not secure market confidence. Customer-defined
success, expectation alignment, and public positioning influence participation, funding,
and stability. As emerging space nations, corporations, and private individuals enter the
market, stewardship standards cannot rest with any single space company.

Protecting confidence in commercial space requires coordinated ownership of customer
outcomes across providers, brokers, vehicles, destinations, and legacy partners. In a
sector competing for capital and belief, stewardship determines whether confidence
endures.



I. The Fragility of Commercial Space and the Shared Responsibility

Commercial space, and the speed at which it succeeds, remain fragile by nature. Costs
will continue to be prohibitive with missions ranging from hundreds of thousands to
hundreds of millions of dollars. Long timelines, regulatory uncertainty, public scrutiny,
and capital intensity amplify the consequences of failure. The success of the LEO
economy and beyond is predicated on significant investment and predictable revenue
from both public and private sectors. Investment and consumer confidence are linked to
reputation and perceived success, and ultimately to dollars that sustain the business.

Failures in this segment can carry disproportionate consequences. The definition of
failure in space may vary, including delayed missions, overspending, fruitless technical
payloads, or at worst, a catastrophic incident. Many of these internal definitions,
however, miss what a customer would consider a failure. Poorly communicated
objectives and unmet expectations are foundational elements of dissatisfaction. When
these breakdowns occur, they do not stay contained within a single mission. They
become a shared reputational liability for the industry.

The term “commercial” implies competitive capitalism. However, the competition in
commercial space does not rest vehicle to vehicle or platform to platform. In this paper,
“platform” refers to commercial LEO destinations such as space stations. The real
competition is for capital, participation, and legacy. Investors and UHNW individuals
maintain many alternatives for deploying their dollars and influence. Providers seeking
new-to-space customers within pharmaceutical, manufacturing, corporate, or emerging
space nations face long sales cycles built on instilling belief that space is a worthwhile
investment. For many, confidence and capital remain patient, but not indefinitely.

In a fragile industry competing for capital and belief, customer stewardship becomes a
form of risk control. Negative customer experiences, whether factual or perceived, ripple
outward. This may occur rapidly through media coverage or more slowly through word
of mouth from any person involved in a mission, human or payload. Negativity bias
dictates that a negative experience carries a stronger and longer-lasting psychological
consequence than a positive one of equal intensity. Investment confidence and
participation are put at risk, directly affecting commercial outcomes. Safeguarding
customer satisfaction protects the entire category, not simply the service layer of an
individual provider.

I1. Who the Customer of Space Really Is

For this paper, the focus of customers and providers will lie primarily within the domain
of commercial human spaceflight and secondarily within research and manufacturing.
Commercial space serves a broad range of customers, and narrowing this range creates
risk. Suborbital vehicles may cater to governments, corporate or nonprofit
representatives, and UHNW participants. Commercial LEO destinations and orbital
vehicles unify human spaceflight, research, manufacturing, governments, and the lesser



appreciated: educational outreach, art, culture, commercial marketing, and tourism.
These pursuits can coexist within one ecosystem without judgment or limitation.
Positively supported participation shapes the industry’s narrative and keeps dialogue
open to explorers of many types, inviting them to pursue the mission that speaks to
them, thus supporting revenue growth.

Participation in private astronaut missions (PAMs) remains scarce at current price
points and timeline requirements. This is true for both human and payload
participation. The astronaut composition of the early PAMs to the ISS, specifically PAMs
1 and 2, included self-paying individuals either wholly or in part before transitioning to
fully government-sponsored national astronauts in PAMs 3 and 4. This shift has, at
times, reduced the competitive pressure that encourages a disciplined, customer-
centered or white-glove approach. In parallel, some legacy personnel and emerging
government partners have expressed a preference for working only with other
governments rather than private individuals. This mindset is counterproductive to
commercial progress.

Narrowing legitimate customers at this stage is strategically and reputationally risky.
The industry is too young for a select few to define how it should grow. The
"advancement of humanity" can take many forms, including welcoming a diverse group
of influential people gaining a new perspective on Earth. In that same vein, creatives in
space help document our advancement as a species firsthand and communicate the
value of space in ways that science alone cannot. Villainizing tourism or non-scientific
missions constrains growth and builds unnecessary barriers to access and appreciation.

Creating a safe environment for customers to explore the benefits of space, in the
manner they choose, merits deliberate leadership attention. Trust compounds when
missions are shaped around customers rather than compelling customers to conform to
rigid profiles determined by providers or legacy partners. This protection should extend
to the public narrative of the mission as well; the stories of customers should be
shepherded with purpose and collaboration to ensure their goals and reputation are
safeguarded. The industry should collectively be working harder to widen the funnel of
potential participation and revenue avenues, not reducing it.

III. Customer Success Is Not Technical Success

A commercial space customer, such as a participant, government agency, or payload
originator, must remain a central and respected stakeholder. The provider or broker
acts as steward and delegate for that customer and is duty-bound to communicate
expectations and standards across trainers, vehicles, destinations, and fellow
participants.

The customer mission is the mission. Markets respond to customer-defined success, not
internal scorecards. Within an organization, success may be measured through technical
achievement, scientific output, revenue capture, budget control, or operational



smoothness. The customer’s definition of success will differ and assuredly travel further
and influence future participation within both the organization and the category. Some
mission goals are straightforward and measurable. Others carry risk throughout the
journey and require considerable attention from all involved.

As in many resource-constrained startup segments, there is a temptation to sell dreams
rather than informed realities. Missed expectations often stem from insufficient
investment of time, information, and energy into building both best-case scenarios and
risk-informed clarity for the buyer. An informed customer is more resilient than a
reassured one. Spaceflight, across all customer categories, carries emotional weight and
elevated expectations. Honest sharing of risk and thoughtful expectation setting reflect
stewardship, not gatekeeping.

So, who is responsible for customer success? Customer advocacy is not confined to one
person or department. Accountability exists across all levels of the organization and
across the industry. Leaders who fail to shape platforms, journeys, training programs,
media communications, and operations around customer success create risk not only for
their own balance sheet but for the broader space marketplace.

IV. The Customer Journey Is Longer Than the Mission

Human and payload missions are long and complex, often spanning months or years.
The journey begins well before launch and extends long after landing. In classical
customer experience terms, it begins when an individual first contemplates
participation and continues through post-engagement and reflection. For many in
human spaceflight, this journey could span a lifetime.

The pre-engagement phase introduces numerous potential friction points: contract
negotiations, pricing discussions, expectation alignment, logistical challenges,
communication breakdowns, and regulatory changes. Once in engagement, staff
turnover, cultural misalignment, public perception management, and more all
contribute to stress. Introducing third parties such as other customers, trainers,
vehicles, and destinations adds complexity. At any point, emotional volatility can
surface. A single poorly handled moment can carry significant financial and reputational
consequences. If severe enough, an entire mission or organization could falter.
Stewardship requires time, effort, compromise, and communication. These behaviors
should be encouraged and rewarded within leadership structures.

The journey does not conclude when the mission ends. Post-flight recalibration remains
one of the more understated risks, particularly for self-paying participants. Orbital
missions require extended preparation that creates distance from personal and
professional life. Reentry into ordinary routines can feel disorienting. Some participants
report difficulty reconnecting with family and peers, feeling stuck in a state of isolated
introspection after a perspective-altering experience. While certain astronaut
communities welcome these individuals, structured support remains inconsistent.



Providers should share responsibility for post-flight care through community building,
recommended resources, or continued engagement. Invisible emotional gaps can evolve
into influential narratives, and those narratives extend well beyond the duration of the
mission and into spheres of potential participants.

V. Wealth, Visibility, and Narrative Risk

As with many emerging industries, early capital and participation come from high-risk
takers, explorers, ventures, and adventurers. Therefore, strategically, UHNW
participation is a structural reality to remain embedded in human spaceflight. To attract
and retain this segment, the service side of the business should align with the
expectations formed within other high-level experiences. Expectations should not be
minimized due to legacy government norms. Service quality remains a controllable
differentiator. Current private astronaut missions to the ISS are primarily limited to
luxury adaptations in pre- and post-flight phases. Future vehicles and destinations
would be wise to consider this dimension thoughtfully. High price implies high
expectation.

Visibility introduces narrative risk. The “billionaires in space” narrative will not easily be
eliminated, and public perception often operates in extremes. Highly publicized or
celebrity flights can be framed as frivolous, affecting not only public opinion but also
fellow participants and prospective customers. At the same time, portraying every
participant as exclusively serious and science-driven risks distancing those who seek
personal fulfillment alongside purpose. Both approaches carry consequence. Narrative
stewardship extends beyond media management. When narratives are not shaped
intentionally, criticisms can distance the public, prospective participants, and introduce
capital fragility for the entire category. Limiting exposure may seem like the simple
solution, but simplicity rarely defines this industry.

Some customers wish for their stories to be shared broadly for personal, philanthropic,
or national reasons, and some prefer to maintain a low profile. Providers must be
prepared to support both approaches with tools and advisement aligned to customer
goals. Mishandled visibility can erode market and funding confidence, whereas
disciplined narrative alignment with customer objectives strengthens both mission
outcomes and industry durability.

VI. Shared Accountability Across Emergent and Legacy Players

Market demand will shape the commercial space economy. An increase in mission
brokers is likely, bringing customers with them and at times functioning as customers
themselves. Stewardship of the end customer cannot rest solely with intermediaries.
Alignment between broker, provider, vehicle, and destination must be deliberate.



Ownership of customer experience risk across the entire journey should be discussed
and acknowledged collaboratively.

As LEO transitions from primarily ISS government partners to commercial destinations,
legacy platform constraints should not automatically transfer to future platforms. What
matters to the customer, whether commercial, nonprofit, cultural, religious, or
governmental, should carry relevance across the ecosystem. There will be overlap
among private individuals, commercial career government astronauts, and legacy
government astronauts. Differences in goals and mission profiles can be managed and
coordinated, but they should not be excluded from the potential business of a platform.

Legacy and emerging government agencies must make room for a wider range of
activities and participants within their missions, as government sponsorship alone
cannot sustain the long-term customer base of early commercial human spaceflight.
Providers, in turn, must shape the journey and mission framework to fit each customer
type appropriately. One flight, many missions.

VII. Future Success Depends on Stewardship

For commercial space to evolve into a self-sustaining economy, customer stewardship
requires widespread consideration and support across multiple layers now, not later.
The future of the category should not rely excessively on government subsidies.
Administration changes have demonstrated how quickly funding environments can
shift. Confidence must be built beyond political cycles to reduce volatility. It is
premature to define who or what belongs on which mission or platform. Governments,
institutions, corporations, and private individuals each contribute to the market’s
development. Exclusion at this stage limits maturation, while responsibly managed,
diverse participation strengthens stability.

Regardless of price, many prospective participants are likely hesitant to come forward in
the current state of commercial space. There has not been sufficient effort or
imagination applied to non-scientific mission profiles from providers, nor has a safe
environment been created in which to have those conversations. In addition, public
perception remains largely volatile and often hostile toward private individuals
participating in space missions. Hesitation at this stage is not solely a function of cost or
risk, but of how participation is welcomed, supported, and represented.

Leaders and thought leaders alike shape confidence through their decisions and words,
making continued awareness of customer stewardship an industry responsibility rather
than an individual preference. In a fragile industry competing for capital and belief,
stewardship determines whether confidence follows.



