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Executive Summary 
paceX, based in 2002 by Elon Musk, has swiftly grown right into a dominant pressure within the area 
industry, recognized for present day reusable rocket generation and the Starlink satellite tv for pc 
constellation. This file examines SpaceX’s planned expansion into the European Union (EU) and 

addresses  relevant questions: (1) the worldwide strategic issues going through SpaceX, and (2) pointers to 
address those problems. Two key strategic issues are identified – one short-time period and one lengthy-term. 
Short-term, SpaceX ought to navigate the EU’s immediate release potential gap and stringent regulatory 
environment, balancing opportunity with compliance and neighbourhood recognition. Long-term, SpaceX 
faces the assignment of Europe’s power for strategic autonomy in space, as European establishments and 
corporations mobilize to increase homegrown competition to SpaceX’s launch and satellite tv for pc services. 
To tackle those, the document recommends (a) forging partnerships and neighbourhood presence in Europe to 
secure marketplace access and meet regulatory expectancies, and (b) investing in localized infrastructure and 
collaborative tasks to align with EU strategic desires at the same time as maintaining SpaceX’s aggressive 
facet. These strategies are justified thru important evaluation of SpaceX’s strengths (e.g. Low-fee innovation) 
and the EU surroundings, and are evaluated the usage of suitability, acceptability, and feasibility (SAF) 
standards. The record follows a dependent method, which includes analysis of the EU’s united states of 
America elegance, SpaceX’s competitive advantages, justification for choosing the EU, advocated worldwide 
techniques, and a top level view of implementation demanding situations and risks. All hints are supported by 
means of educational principle and evidence from enterprise reviews, ensuring an authentic yet rigorous 
evaluation. 

1. Company Background 
SpaceX (Space Exploration Technologies Corp.) is a U.S.-based aerospace employer that has revolutionized 
the distance enterprise. Founded in California in 2002, its challenge is to reduce the price of area tour and 
enable the colonization of Mars. Over two a long time, SpaceX has carried out numerous milestones: it turned 

S 
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into the first non-public business enterprise to attain 
orbit (with Falcon 1 in 2008) and to dock a spacecraft 
with the International Space Station (Dragon in 2012). 
SpaceX now operates more than one enterprise lines – 
chiefly orbital release services (Falcon nine and Falcon 
Heavy rockets), human spaceflight (Crew Dragon 
missions for NASA), and an international satellite net 
network (Starlink). The organization’s increase has been 
splendid: with the aid of late 2024 SpaceX become 
valued around $350 billion and had used its own rockets 
to release kind of 8,000 satellites into orbit (primarily 

for Starlink) in only six years (Jennifer Johnson, 2025). 
Its Falcon nine rocket has grown to be an industry workhorse with launches occurring nearly weekly in 2024. 
SpaceX’s success is underpinned with the aid of a bold engineering lifestyle of rapid innovation and chance-
taking, exemplified via the improvement of reusable rockets and the upcoming Starship super-heavy launch 
device meant for missions to the Moon and Mars (New Space Economy, 2025). These capabilities have made 
SpaceX the sector’s leading business launch issuer, considerably lowering the fee of get right of entry to area 
and securing rewarding contracts with NASA, the U.S. Department of Defence, and numerous commercial 
satellite operators. SpaceX’s competitive trajectory and international influence set the stage for its next 
strategic circulate: expansion into international markets consisting of the European Union. 

 
Figure 2 SpaceX Headquarters in Hawthorne, California 

1.1. Timeline of Key Events 
Table 1Timeline of Key Events in SpaceX (SpaceX) 

Date Event Description 

May 6, 2002 SpaceX Founded 

Elon Musk establishes SpaceX with the vision of reducing 

space transportation costs and enabling the colonization of 

Mars.  

Figure 1Elon Musk, Founder & CEO of SpaceX 
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September 28, 2008 
First Private Liquid-Fuelled Rocket 

to Orbit 
becomes the first private liquid-fuelled rocket to reach orbit. 

December 9, 2010 First Private Company to Launch, 
Orbit, and Recover a Spacecraft 

SpaceX's Dragon spacecraft successfully completes its first 
mission, marking a significant milestone in private spaceflight.  

May 25, 2012 First Private Spacecraft to Visit the 
ISS Dragon is the first private spacecraft to supply the ISS 

December 3, 2013 First Private Company to Launch 
Satellite into Geosynchronous Orbit 

SpaceX successfully launches the SES-8 satellite into 
geosynchronous transfer orbit.  

December 22, 2015 First Orbital Rocket Landing on 
Land 

Falcon 9's first stage returns and lands at Landing Zone 1, 
demonstrating reusable rocket technology.  

April 8, 2016 First Successful Landing on Ocean 
Platform 

Falcon 9's first stage lands on the drone ship "Of Course I Still 
Love You" in the Atlantic Ocean.  

March 30, 2017 First Refight of an Orbital-Class 
Rocket 

SpaceX reuses a Falcon 9 first stage for the first time, marking a 
significant step towards full rocket reusability.  

February 6, 2018 Falcon Heavy's Maiden Flight 
Falcon Heavy, the most powerful operational rocket at the time, 
successfully launches, carrying Elon Musk's Tesla Roadster into 
space.  

May 30, 2020 First Private Company to Send 
Humans to Orbit 

Crew Dragon Demo-2 mission launches NASA astronauts to 
the ISS, marking the first crewed orbital launch by a private 
company.  

September 15, 2021 First All-Civilian Orbital Mission 
(Inspiration4) 

SpaceX launches four private citizens into orbit aboard Crew 
Dragon, showcasing the potential for commercial human 
spaceflight.  

September 12, 2024 First Private Spacewalk (Polaris 
Dawn Mission) 

Tech billionaire Jared Isaacman conducts the first-ever private 
spacewalk, highlighting SpaceX's role in advancing private 
space exploration.  

November 20, 2024 Starship's Sixth Flight Test Starship completes its sixth flight test, demonstrating significant 
progress in SpaceX's next-generation launch system.  

April 1, 2025 First Crewed Spaceflight to Enter 
Polar Retrograde Orbit 

Fram2 mission launches aboard Falcon 9, achieving the first 
crewed spaceflight to enter a polar retrograde orbit. 

 

SpaceX's strategic milestones reflect a deliberate progression toward its overarching assignment of making 
space journey extra low-priced and ultimately permitting human lifestyles on other planets (Micah 
Maidenberg, 2024). Through continuous innovation, emphasis on reusability, and successful partnerships with 
governmental organizations like NASA, SpaceX has placed itself as a pacesetter in the new generation of 
business space exploration.  
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Figure 3 SpaceX Timeline Highlighting Major Milestones from 2002 to 2024 

1.2. Case Study Information 
Context: SpaceX is now poised to make bigger its presence in the EU, a location with advanced economies 
and a longstanding space sector. The timing is positive – Europe is experiencing a transient launch capacity 
disaster due to delays in its new Ariane 6 rocket and the loss of get entry to Russian launchers. In 2023, the 
EU struck a €a hundred and eighty million cope with SpaceX to launch 4 Galileo navigation satellites in 2024, 
an excellent forestall-gap degree reflecting “strain as a result of a gap in European release capacity”. SpaceX 
has additionally been contracted through European groups to launch missions just like the Euclid area 
telescope and Hera probe, filling the void left by Europe’s grounded rockets. At the same time, Europe’s 
dependence on SpaceX and different U.S. Vendors has raised strategic concerns. European officials were 
alarmed whilst reviews emerged in 2023 that U.S. Government ought to doubtlessly close off Ukraine’s access 
to Starlink, which had end up important inside the warfare with Russia. Although Musk denied the file, the 
incident underscored Europe’s vulnerability from reliance on overseas (particularly U.S.) area infrastructure 
and has galvanized EU efforts to construct sovereign abilities (Jennifer Johnson, 2025). 

2. External Analysis (EU Market Environment) 
The EU presents a substantial but complex external environment for SpaceX’s expansion. A PESTEL analysis 
highlights key factors: 

In summary, the EU offers a huge, evolved marketplace with full-size call for SpaceX’s services, but it 
additionally provides strategic demanding situations in the shape of protectionist politics, a sturdy regulatory 
regime, and an emerging push for homegrown competitors (Csernatoni, 2024). SpaceX will want to leverage 

2002 2004 2006 2008 2010 2012 2014 2016 2018 2020 2022 2024

1st rocket to 
reach orbit

Sep 28, 2008
1st spacecraft 
sent to ISS 

May 25, 2012

1st propulsive 
landing on land 

Dec 22, 2015

Unveils largest 
rocket in history

Sep 6, 2017

Elon Musk founds SpaceX
May 6, 2002

Launches, orbits and 
recovers spacecraft 
Dec 9, 2010

1st satellite launched into 
geosynchronous orbit
Dec 3, 2013

1st vertical landing 
on an ocean platform
Apr 8, 2016

Falcon Heavy launched 
into solar orbit
Feb 6, 2018

1st Starlink internet satellites launched into orbit
May 23, 2019

1st SpaceX astronaut launch
Jun 30, 2020

100th launch 
Aug 18, 2020

1st fully operational mission (Crew Dragon)
Nov 15, 2020

1st all private civilian crew in orbit 
(Inspiration4) 
Sep 15, 2021

1st all-private mission to the ISS
Apr 8, 2022

1st orbital test flight trial 
on the Starship (failed)
Nov 18, 2023

3rd Starship test flight 
goes further than ever 

Mar 14, 2024

SpaceX Timeline



 

 8 

its fee and generation advantages at the same time as aligning with Europe’s policies and values to succeed in 
this surroundings.  

2.1. PESTAL Analysis 
Table 2 PESTEL Analysis 

Political 

European governments emphasize “strategic autonomy” in area and communications, 
wary of reliance on U.S. Providers like SpaceX. The struggle in Ukraine underscored this 
situation when U.S. Officers reportedly considered cutting off Starlink get admission to, 
prompting EU calls to expand sovereign abilities. The EU is now making an investment 
in its very own satellite network (IRIS²) to rival Starlink, budgeting €10.6 billion for a 
290-satellite tv for pc constellation with the aid of 2030. This seasoned-autonomy stance 
approach SpaceX faces political strain and ability preference for European answers 
(Jennifer Johnson, 2025).  

Economic 

The EU is an attractive marketplace with a high GDP and strong demand for each release 
services and broadband internet. Europe’s space price range (~€11.Four billion in 2024) 
is understated in comparison to US spending, but the industrial satellite marketplace is 
growing. Delays in Europe’s own rockets (Ariane 6) have created immediately release 
provider opportunities for SpaceX – the EU even signed a €one hundred eighty million 
deal with SpaceX to release Galileo satellites due to Ariane delays. Moreover, Starlink 
can tap into underserved European broadband segments (remote areas, maritime, and so 
forth.)(Jennifer Johnson, 2025) 

Social 

European clients and businesses cost reliable, excessive-pace net a need Starlink 
addresses, especially in rural regions. There is rising acceptance of satellite net for 
connectivity on airlines, ships, and far off locales. However, the European public also 
famous difficulty for space sustainability. Astronomers and communities have voiced 
issues approximately Starlink’s impact on night time-sky visibility and orbital particles. 
SpaceX’s picture in Europe will depend upon demonstrating social duty (e.g. Satellite tv 
for pc shielding to lessen brightness, give up-of-life deorbit plans) and aligning with EU 
values. Culturally, Europe has robust satisfaction in its aerospace area; SpaceX may 
additionally face scepticism as an American entrant. Building goodwill thru nearby 
activity creation or joint tasks can assist conquer social and political resistance 
(Csernatoni, 2024).  

Technological 

SpaceX presently holds a technological area with its reusable Falcon 9 rockets and a 
deployed mega-constellation, whereas Europe’s launcher generation lags in reusability. 
SpaceX’s vertical integration and rapid innovation cycles are centre advantages (the 
agency manufactures ~80% of its rocket and satellite components in-residence). Europe, 
by using evaluation, relies on a dispersed community of contractors, which slows 
innovation. That said, Europe possesses strong aerospace understanding (Airbus, Thales 
Alenia, and many others.) and is investing in new technologies (e.g. Small launch 
startups, subsequent-gen satellite tv for pc manufacturing). The EU also leads in some 
niche space tech (consisting of satellite navigation and Earth remark)(wikipedia) 
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Environmental 

The EU has stringent environmental rules, and this extends to the space domain. Rocket 
launches face scrutiny over emissions (noise and CO₂) and ability effect on nearby 
ecosystems round release websites. SpaceX’s use of liquid gasoline rockets (Merlin 
engines on Falcon 9 use RP-1/LOX and Starship uses liquid methane) may be seen as 
fantastically popular; however, any EU-based release operations might want 
environmental assessments. More pressing is orbital environment management – with 
Starlink’s thousands of satellites, the EU is involved about area particles and collision 
dangers. The European Space Agency is promoting accountable area visitors control or 
even making plans particles removal missions (Hivelr, 2024). 

Legal 

Regulatory hurdles within the EU are vast. SpaceX have to reap united states-precise 
licenses for Starlink offerings (spectrum use, person terminals) and comply with EU-
wide legal guidelines (which includes GDPR for user records privateness). The 
competition regulation surroundings is likewise an aspect – SpaceX’s blended 
dominance in release and satellite tv for pc net has raised anti-consider questions in 
Europe. European incumbents argue that SpaceX’s “rockets-to-satellites” integrated 
version would no longer be allowed if it were a European corporation. While no 
antitrust movement has been taken, any perceived abuse of market energy could invite 
EU regulatory intervention. Furthermore, US export controls (ITAR) could complicate 
era switch if SpaceX establishes facilities in Europe (Gian Volpicelli and Samuel 
Stolton, &nbsp and Bloomberg, 2024).  

 

2.2. Environmental Forces 

MBV states that the neutralisation of the Porter’s five forces directly links to the success of the firm. In order 
to address the latter the environmental forces, as listed in Table 3, are identified and the impact that they 
have on the five forces are discussed.  

Table 3 EV Forces 

EV Forces Current Situation in the Space Industry Impact on the 5 Forces 

Changes in the 
long-term 
industry 
growth rate 

• The global space economy is 
projected to grow from $546 billion 
in 2022 to over $1 trillion by 2040, 
driven mainly by commercial space 
ventures.(Citi, 2023) 

• SpaceX leads in reusability, 
lowering launch costs and 
increasing frequency.  
Starlink expansion to over 120+ 
countries provides a steady long-
term revenue stream.(Aerospace 
Global News) 

• Increase in industry rivalry as 
new firms (Blue Origin, 
Rocket Lab, etc.) will attempt 
to enter the market due to 
growth potential. 

• Reduced entry barriers in 
satellite internet segment 
increase potential entrants. 

• Increased attractiveness of the 
space market will push 
regulatory bodies to revise 
policies in Favor of 
commercial space companies. 

Increasing 
globalisation 

• SpaceX's Starlink satellite internet 
has expanded across multiple 

• Increased competitiveness 
from international companies 
like China's CASC or India's 
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continents (North America, Europe, 
Asia, Africa). 

• SpaceX signed multiple 
international government contracts 
(Poland, Japan, India, etc.) for 
launches and satellite internet 
services (SpaceX).  

• Global demand for space launches 
has risen sharply post-pandemic. 

ISRO looking to expand 
commercial launches. 

• More rivalry as firms globally 
invest in space launch 
capability and satellite 
technology.  

• Higher globalization means 
SpaceX faces geopolitical 
risks and international 
regulatory challenges. 

 

 

Changes in 
who buys the 
product and 
how they use it 

• Increasing demand from 
commercial companies (telecom, 
internet, defence) for satellite 
launches.(Citi, 2023) 

• Governments of developing nations 
showing interest in satellite internet 
for rural connectivity. 

•  Starlink's direct-to-customer model 
increases access for individual 
customers globally. 

• Bargaining power of buyers 
increases with more options 
available for satellite launches 
and services. 

• Customers (both government 
and commercial) have higher 
expectations for lower costs 
and better service due to 
Starlink model.(Aerospace 
Global News) 

• Rise in customer base globally 
increases SpaceX's market 
attractiveness, while also 
intensifying competition. 

 

 

 

Technological 
change 

• SpaceX is leading the commercial 
space industry with its reusable 
rocket technology (Falcon 9 & 
Starship), reducing cost-per-launch 
significantly. 

• Starlink is providing satellite 
internet to remote locations, using 
advanced low-earth orbit (LEO) 
satellites. 

• Autonomous rocket landing systems 
and AI-driven monitoring are 
enhancing operational efficiency. 

• Technological advancements 
will increase industry rivalry 
as more firms (Blue Origin, 
Rocket Lab, etc.) innovate to 
compete. 

• SpaceX's lead in technology 
may increase the entry barrier 
for new firms. 

 

 

 

Emerging new 
internet 
capabilities and 
applications 

• Starlink's global satellite internet 
services are transforming global 
connectivity, especially in remote 
and rural areas. 

• IoT (Internet of Things) devices in 
space missions and data-driven 
decision-making are emerging 
rapidly. 

• Cloud-based satellite services & 
real-time space tracking systems are 
evolving. 

• Supplier power will increase 
as firms like SpaceX and 
others seek advanced internet 
and communication 
technologies. 

• Buyers’ power will increase 
due to greater access to 
internet-based services and 
data analytics. 

• Rivalry among competitors 
will intensify to capture 
internet-based space services 
market. 
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Product and 
marketing 
innovations 

• SpaceX offers flexible commercial 
satellite launch services like 
Rideshare programs. 

• Starlink's innovative direct-to-
consumer model disrupts traditional 
telecom services. 

• Starlink is enabling seamless 
internet service for aviation, marine, 
and remote industries. 

• Intensity of rivalry will 
increase as firms compete on 
innovative service offerings 
like cheaper launches and 
high-speed global internet. 

• Marketing innovation by 
SpaceX forces other players to 
innovate in service models and 
pricing. 

 

 
 

Entry or exit of 
major firms 

• Increased competition from Blue 
Origin, Rocket Lab, OneWeb, and 
government space programs (like 
ISRO, CASC, and ESA). 

• Few small satellite launch firms 
have exited due to financial 
challenges & lack of innovation 
capacity (Julia Kim, 2025). 

• Consolidation trends visible in the 
satellite internet market (mergers & 
partnerships). 

• Entry of new firms is 
increasing competition in 
commercial launch and 
satellite markets.(imarc) 

• Exit of financially weak firms 
provides SpaceX more market 
share in certain segments. 

• Consolidation could increase 
buyer power and rivalry 
simultaneously. 

 

 

 
 

Strategic Implications 

• Global space enterprise increase is accelerating due to technological improvements and improved 
commercialization, enhancing market beauty. 

• Rising demand for satellite offerings driven by using global connectivity desires expands SpaceX's 
patron base. 

• Increased customer energy emerges as extra launch provider providers and satellite producers enter 
the marketplace, intensifying competition. 

• Deregulation and supportive policies international decrease entry boundaries, inviting new competitors 
into the space industry. 

• Continuous technological innovation pressures companies to extend competencies and diversify 
carrier services to keep an aggressive edge. 

2.3. Industry and Competitive Analysis  
As SpaceX expands its operations into Europe, the enterprise engages in  intently interconnected industries: 
orbital release services and satellite tv for pc-based broadband internet. An analysis of the competitive forces 
shaping these European markets offers the subsequent key insights. 

Table 4 Competitive Analysis1 

Force Key Points 
- Intense global contention, especially with Arianespace  

 
1 Sources:(Luke Kehoe&nbsp, 2025; Thomas Ricker, 2024; Emma Gatti, &nbsp and Andrea D’Ottavio, 2025; Fortune, 2025; 
RAND, 2025; imarc; Julia Kim, 2025)  
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Rivalry Among 
Existing 
Competitors 

- Ariane 6 put off created starting for SpaceX  

- Intense global contention, specifically with Arianespace  

Threat of New 
Entrants 

- High entry obstacles (R&D, talent, reliability)  
- ESA & EU support new startups  
- Long-term risk from joint ventures & European enterprise push 

Bargaining Power 
of Buyers 

- Launch shoppers: satellite tv for pc operators   
- SpaceX cost management limits purchaser power  
- Broadband buyers: mild electricity in Europe because of fibber & 5G 
availability 

Bargaining Power 
of Suppliers 

- Strong vertical integration (~80% in-residence components)  
- Low dependence on external suppliers  
- Talent acquisition is essential because of specialised abilities 

Threat of 
Substitutes 

- Launch substitutes: minimal (different rockets) 
- Broadband substitutes: fibber, 5G in urban Europe  
- Starlink focuses on rural, mobile, and niche markets 

 

Strategic Implications 

• Global area corporation increase is accelerating due to technological enhancements and improved 
commercialization, enhancing market splendour.  

• Rising call for satellite tv for pc services driven by way of using international connectivity desires 
expands SpaceX's consumer base.  

• Increased client power emerges as greater launch provider vendors and satellite manufacturers 
input the market, intensifying opposition.  

• Deregulation and supportive regulations worldwide lower access barriers, inviting new competitors 
into the distance industry.  

• Continuous technological innovation pressures companies to extend skills and diversify provider 
services to hold an competitive side.  

2.4. Porter’s Five Forces 
This model enables firms to detect forces, within the industry that they operate in, that can create prospects 
as well as pose threats. 

Table 5 Porter's Five Forces 

Competitive Force Impact Level Key Insights 

Rivalry Among Existing 
Competitors High Intense global rivalry especially in launch services. 

Arianespace is the main incumbent in Europe but facing 
temporary gap due to Ariane 6 delays (Thomas Ricker, 2024). 
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Future rivalry from Ariane 6, Blue Origin, Amazon's Kuiper, 
EU's IRIS² & European startups. 

Starlink faces emerging competition in satellite internet. 

Threat of New Entrants Moderate 

High entry barriers due to R&D, capital, and expertise. 

ESA & EU promoting domestic startups. 

Potential long-term threat from joint ventures & innovations in 
reusability or satellite tech. 

Near-term threat is limited, but long-term efforts could erode 
SpaceX’s uniqueness. 

Bargaining Power of 
Buyers Moderate 

Launch buyers have limited power due to SpaceX's cost 
leadership. 
European institutional buyers may prefer local launchers, 
increasing negotiation pressure. 
Starlink customers in urban Europe have alternatives like 
fibber & 5G. 
Telecom partnerships might increase buyer power in 
broadband deals. 

Bargaining Power of 
Suppliers Low 

SpaceX’s strong vertical integration (~80% in-house 
production) reduces supplier dependence. 

Only raw materials & standard parts sourced externally. 

Talent is a critical "supplier" factor, but SpaceX's brand aids 
recruitment despite EU labour constraints. 

Threat of Substitutes Moderate 

Launch substitutes are minimal – only other rocket providers. 

Broadband substitutes like fibber & 5G strong in urban 
Europe. 

Starlink's value lies in rural, mobile, and remote areas. 
Potential future substitutes like stratospheric drones are still 
under development. 

2 

 
2 (Thomas Ricker, 2024; Emma Gatti, &nbsp and Andrea D’Ottavio, 2025; Fortune, 2025) 
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Figure 4 SpaceX Starbase launch facility in Boca Chica, Texas, during sunset 

 
Figure 5 SpaceX rocket launch captured at night with long-exposure photography 

Strategic Implications 

• From the evaluation of Porter’s Five Forces, it is obvious that SpaceX’s expansion into the European 
marketplace offers both opportunities and great competitive demanding situations.  

• This is due to the fact: The growing demand for satellite internet connectivity and extended area 
activities in Europe will attract extra authorities help and personal funding, growing the 
attractiveness of the market.  

• This will cause greater contention from installed players like Arianespace and emerging competitors 
which includes Blue Origin, Amazon’s Project Kuiper, OneWeb, and European area startups.  

• Therefore, SpaceX must put in force techniques to strengthen its aggressive aspect via non-stop 
innovation, value leadership, and enlargement of its service talents to protect marketplace share 
towards growing rivalry and capacity new entrants.  

• The energy of shoppers, in particular European institutional clients and telecom corporations, 
additionally desires to be cautiously managed as they will prefer neighbourhood carriers due to 
political and economic concerns.  
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•    An option to neutralize this pressure is to 
construct lengthy-time period partnerships with 
European governments and telecom operators, 
offering customized answers and demonstrating 
superior era and reliability compared to nearby 
alternatives.  

 
Figure 6 SpaceX rocket launch captured at night with illuminated launch trajectory 

Industry Outlook3 

In 2023, SpaceX accounted for ninety six orbital launches representing over 80% of all US launches whilst 
Europe performed only 3 launches that year. Remarkably (Luke Kehoe&nbsp, 2025), about 69% of SpaceX’s 
launches had been dedicated to deploying its own Starlink satellites, growing an internal call for that sustains 
its release operations. This vertical integration of launch services and satellite deployment is remarkable, 
positioning SpaceX as a dominant enterprise actor. As illustrated in Figure 6, Starlink’s rapid deployment has 
enabled the US, through SpaceX, to acquire overwhelming dominance within the worldwide satellite tv for pc 
marketplace, eclipsing Europe’s proportion (High altitude platform systems towers in the skies). 

2.5. Industry Life Cycle Analysis of SpaceX 
The enterprise existence cycle principle proposes that an organization can undergo 4 levels at any given time. 
The 4 degrees are as follows: introduction, growth, maturity and decline. The exam of the industry’s lifecycle 
will allow them to apprehend the competitive nature that they're presently dealing with and the way to 
formulate strategies to offset the threats or capitalise at the possibilities that they will stumble upon. 

 
3 Note: Payloads currently on orbit by country. This measure includes conventional satellites as well 
as space stations. Starlink number courtesy of planet4589.org. 

Chart 1 SpaceX’s Starlink mega constellation has made the U.S. a global 
satellite “superpower,” highlighting the gap between U.S. and European 
capabilities 
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Table 6 Life Cycle z 

Stage 
Description SpaceX Position 

Introduction 
New entrants experimenting with technology, high 
investment, high risk, and uncertainty. 

2002-2008 (Falcon 1 development 
and first private rocket launches). 

Growth 
Demand increases, higher revenue, improving 
technology, market acceptance growing. 

2009-2020 (Falcon 9 success, 
NASA contracts, initial Starlink 
launches).(HARRISON MILLER, 
2024) 

Maturity 
Stable growth, industry standard established, 
increasing competition, market saturation. 

2021-Present (Regular launches, 
dominance in satellite launches, 
Starlink commercial rollout). 

Decline 
Industry contraction, outdated technology, need for 
innovation to survive. 

Future Phase (Avoidable through 
continuous innovation like Starship 
& Mars missions). 

 

Strategic Implications 

• The modern position of SpaceX inside the industry lifestyles cycle lies predominantly within the 
Maturity Stage. This level is characterised by using excessive competition, technological 
improvements stabilizing, and market saturation starting to emerge, particularly within the release 
services and satellite net domains.  

• SpaceX should constantly cognizance on innovation through its Starship software, deep space 
exploration tasks, and diversification into new markets like factor-to-factor suborbital transport to 
keep away from getting into the decline segment.  

Chart 2 Industry Life Cycle Trend 
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• Additionally, expanding operations across the world, especially in the European Union market, would 
allow SpaceX to offset sales dependency on existing markets and fortify its competitive 
positioning.  

• Developing strategic partnerships, improving sustainability practices, and keeping price leadership are 
essential for SpaceX to capitalize on its maturity stage and sustain lengthy-term growth, deflecting the 
threats posed by means of emerging competitors like Ariane 6, OneWeb, IRIS², and Amazon’s 
Project Kuiper.  

 

2.6. Key Success Factors of SpaceX 
The key success factors are the attributes that impact the competiveness, capabilities as well as a firm’s 
ability to succeed. 

Table 7 Key Success Factor4 

Key Success Factors Description 

Price Leadership Offering highly competitive launch pricing through reusable rockets, 
reducing satellite launch costs significantly compared to competitors. 

Reputation and Branding Strong brand image as an industry disruptor and leader in private aerospace, 
with increasing trust from commercial and government clients globally. 

Innovation and First 
Mover Advantage 

Pioneering reusable launch vehicles and deploying the world’s largest 
satellite constellation (Starlink), maintaining its edge over new entrants. 

Differentiation Unique service offerings such as global broadband coverage, frequent launch 
schedules, and integrated launch-satellite service models. 

 

 
Figure 7 SpaceX Crew-2 Return Mission Dragon spacecraft in low Earth orbit approaching the International Space Station, with its nose cone 
open in preparation for docking operations 

 
4 Resources of Table 2.6 (The Times; Space Works, 2024; By&nbsp and Muhammad Zulhusni, 2025; HARRISON MILLER, 
2024) 
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Figure 8 SpaceX rocket launch at night showing the trajectory of the rocket 

Strategic Implications  

• SpaceX’s competitive gain is essentially pushed by means of its reusable rocket technology, permitting 
significant value discounts in release operations.  

• A effective international logo, reinforced through leap forward achievements, enhances SpaceX’s 
marketplace presence and consumer believe.  

• Expansion of Starlink’s satellite community gives incorporated service offerings, growing self-
sustaining demand and market differentiation.  

• Continued development of Starship and related innovations is important for keeping technological 
management and gaining access to new markets (e.g., deep space missions).  

• Collaborations, specially inside the European Union, can mitigate regional competition, navigate 
regulatory demanding situations, and enhance worldwide market access.  

• Maintaining management in charge, innovation, and differentiated offerings is important to counter 
increasing industry contention and international regulatory pressures.  

2.7. Key Strategic Issues 

Based on this context, two principal international strategic issues confront SpaceX in the EU: 

KSI 1 – EU Market Entry & Regulation (Short-Term): SpaceX faces instantaneous demanding situations 
entering the EU due to strict policies, antitrust concerns over its vertically included model, and political 
sensitivities. Success depends on aligning with EU requirements, addressing protection issues, and negotiating 
marketplace access without triggering regulatory pushback (Space Works, 2024). 

KSI 2 – Europe’s Strategic Autonomy Drive (Long-Term): In the long run, Europe is investing heavily in its 
personal space capabilities (IRIS², Ariane 6) to reduce reliance on SpaceX (THE INVESTOPEDIA TEAM et 
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al., 2023). SpaceX ought to embed itself within Europe’s area surroundings to live applicable and keep away 
from being replaced through included domestic alternatives (The Times).  

Importance & Urgency: KSI 1 is vital now (twelve months) to stable market entry and revenue. KSI 2 is 
essential long-term (past 1 12 months) to shield market function towards rising EU-subsidized competition. 
Both at once impact SpaceX’s increase and worldwide strategy.  

 
Figure 9 SpaceX Falcon 9 rocket launch at Cape Canaveral, Florida 

3. Internal Analysis and RBV (Resources and Capabilities of SpaceX) 
Spacex's internal resources and capabilities form the foundation of its international strategy and are evaluated 
here using a resource-based visual (RBV) and VRIN criteria (valuable, rare, unqualified, non-subsidy). Major 
internal factors include. 

3.1. Insight of Internal Analysis 
Table 8 Insight of Internal Analysis of SpaceX 

Element Analysis 

Tangible 
Resources 

• SpaceX possesses advanced technological assets such as the partially reusable 
Falcon 9 rocket fleet, Falcon Heavy, and the under-development Starship.  

• These assets enable cost-effective and frequent launches. Additionally, SpaceX 
owns the world’s largest commercial satellite constellation, Starlink, with over 
7,000 satellites, alongside extensive ground infrastructure.  

• Financially, SpaceX is well-funded, generating an estimated $14.2 billion in 
revenue in 2024, supported by major contracts with NASA and the U.S. 
Department of defence. The company’s valuation reached approximately $350 
billion, showcasing its financial strength and investment potential for 
international expansion.(THE INVESTOPEDIA TEAM et al., 2023; Gian 
Volpicelli and Samuel Stolton, &nbsp and Bloomberg, 2024) 

Intangible 
Resources 

• SpaceX holds proprietary designs and patents for critical technologies such as 
Merlin and Raptor engines and reusable rocket systems.  

• The company’s accumulated launch experience provides significant operational 
data and learning curves.  

• Its human capital, including skilled engineers and visionary leadership, fosters 
an innovation-driven culture.  

• Moreover, the SpaceX brand is globally recognized for innovation and 
reliability, enhancing its reputation and market positioning, particularly within 
Europe. 
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Capabilities 

• SpaceX’s distinctive capabilities include rapid innovation in reusable rocket 
technology, vertical integration allowing production of approximately 80% of 
components internally, and high operational efficiency demonstrated by 
frequent launch cycles.  

• The company excels in market creation through Starlink, generating new 
demand within the satellite internet sector.  

• Furthermore, its alliance management capability enables collaboration with 
government and commercial partners, positioning SpaceX well for strategic 
partnerships within Europe. 

VRIN 
Assessment 

• SpaceX’s resources and capabilities meet VRIN criteria. Its reusable rocket 
technology is valuable, rare, and difficult to imitate, providing a sustainable 
competitive advantage. 

• Starlink’s large satellite constellation and first-mover advantage enhance this 
positioning. (CTOL Digital Solutions) 

• Vertical integration is both rare and challenging to replicate, especially within 
the European regulatory environment. While Starlink’s internet service 
knowledge could face future competition, its current scale and network effects 
provide a formidable barrier to entry. 

Financial 
Performance 

• SpaceX has demonstrated robust financial growth, with a 63% increase in 
revenue from 2023 to 2024, driven largely by Starlink’s subscriber base.  

• The firm turned a modest profit in 2023, reflecting financial maturity. Launch 
services contribute stable revenue, while the firm’s capacity to raise significant 
capital further strengthens its financial sustainability.  

• This financial strength enables SpaceX to pursue EU expansion confidently, 
invest in local infrastructure, and build long-term relationships with European 
partners.(THE INVESTOPEDIA TEAM et al., 2023; Fortune, 2025) 

 

 
Figure 10 SpaceX Falcon 9 rocket with Crew Dragon spacecraft at Launch Complex 39A, Kennedy Space Center 

 

3.2. Financial Analysis 2024 
This is a quantitative analysis that assesses the strengths and weaknesses of a firm; it also serves as a 
comprehensive measurement of a firm’s current financial performance. 

Table 9 Financial Analysis of SpaceX 2024 

Financial Indicator Details 
Revenue (2024) $14.2 Billion 
Starlink Subscribers (2024) 4.6 Million+ 
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Launch Cost per Falcon 9 $60-70 Million per launch 
Company Valuation (2024) Approx. $350 Billion 
Profitability Achieved operational profitability in 2023 

 

Table 10 Analysis of the Ratios 

Analysis Area Analysis of the Ratios 

Profitability 

• SpaceX has witnessed a giant growth in its sales increase, attaining an 
anticipated $14.2 billion in revenue in 2024, mostly pushed by Starlink 
offerings. 

• The profitability of SpaceX is in addition bolstered via its price-powerful 
reusable rockets, reducing release fees and increasing profit margins over the 
years.(Raison, 2024) 

• All foremost profitability drivers, together with Starlink subscriber growth and 
common Falcon nine launches, are on an upward fashion, positioning SpaceX 
beforehand of many competitors. 

• SpaceX’s valuation reaching $350 billion in 2024 highlights investor self-
assurance in its profitability and destiny earning ability. 

• Additionally, the strategic contracts with NASA and the U.S. Department of 
defence worth over $22 billion support SpaceX's financial balance and 
profitability. 

 

 

Liquidity 

• Liquidity ratios show that SpaceX is in a robust role to meet its financial duties 
together with operational expenses, brief-term money owed, and worker bills. 

• The sales growth from Starlink and stable launch provider profits ensures a 
strong cash influx. 

• Despite being a non-public corporation, SpaceX’s capacity to raise capital and 
generate profits from a couple of business segments shows robust liquidity 
control.(Rich Smith, 2025) 

• Its operational efficiency, fast launch turnaround, and frequent revenue streams 
from each Starlink and outside customers imply enhancing liquidity. 

• The diversified profits resources highlight that the monetary fitness of SpaceX 
is continuously strengthening. 

 

 

  

Leverage 

• SpaceX maintains a healthy monetary shape with the potential to raise giant 
capital at the same time as dealing with its debt ranges correctly. 

• The employer’s valuation increase and investor funding replicate decrease 
financial risk and decreased dependency on debt financing. 

• Strong operational cash glide from Starlink reduces the need for immoderate 
borrowing, therefore lowering economic leverage. 
SpaceX's relationships with key customers like NASA make sure reliable cash 
inflows, improving creditworthiness. 

• Overall, SpaceX's monetary leverage is managed efficiently, decreasing 
financial disaster threat and maintaining financial flexibility for expansion 
sports. 

 

 

 
 

Activity 
• SpaceX demonstrates high operational hobby performance, as seen in its file 

wide variety of sixty one launches in 2022, indicating a sturdy potential to 
utilize its belongings successfully. 
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• The company's inventory turnover is greater thru vertical integration, enabling 
quicker manufacturing and reuse of rocket components. 

• The production of about 80% of its additives internally allows SpaceX to keep 
tight control over inventory and decrease production cycles.(Course Hero, 
2024) 

• The fast reusability of its Falcon nine rockets, turning them round within days, 
highlights SpaceX's superior interest control in comparison to competitors. 
These operational efficiencies suggest that SpaceX has grown to be more and 
more able to balancing its belongings and stock with its manufacturing needs. 

 

 

  
 

Strategic Implication  

• From the evaluation of SpaceX’s monetary overall performance across profitability, liquidity, leverage, 
and hobby, it's far obvious that SpaceX holds a dominant and sustainable role in the international 
aerospace and satellite enterprise.  

• The business enterprise’s growing profitability, driven by means of Starlink’s subscriber increase and 
fee-effective reusable rocket technology, provides a sizeable aggressive gain over different industry 
gamers.  

• Its strong liquidity position, supported by diverse revenue streams and solid contracts with government 
companies like NASA and the U.S. Department of defence, guarantees that SpaceX is properly-
prepared to fulfil its monetary responsibilities and operational expenses correctly.  

• Moreover, SpaceX’s effective leverage management, meditated in its ability to raise sizeable funding 
at the same time as minimizing debt dependency, complements its financial stability and reduces 
financial disaster danger.  

Insight of Analysis :Between 2021 and 2024, SpaceX’s sales accelerated from $four.6 billion to an anticipated 
$thirteen–14 billion, with working profit margins reaching about 35% by way of 2023, driven via reusable 
launch systems and Starlink’s boom. In assessment, Arianespace’s revenue declined to €399 million in 2023, 
reporting a net lack of €25.7 million (–6% net margin), in spite of a gross margin close to 99% due to its asset-
light production model. By 2024, SpaceX had turn out to be incredibly worthwhile, whilst Arianespace 
remained depending on European subsidies amid continual losses (Raison, 2024). 

3.3. SpaceX’s Key Resources and Capabilities 
The desk underneath outlines SpaceX’s key sources (tangible, intangible, human, technological) and its middle 
competencies derived from them. 

Table 11 SpaceX Key Resources & Capabilities 

Category SpaceX Key Resources & Capabilities 

Tangible Resources 

Physical Assets:  
• Has four launch sites (Kennedy Space Centre LC-39A, Cape 

Canaveral SLC-40, Vandenberg SLC-4E, and Starbase TX).  
• Has production factories (Hawthorne HQ factory, McGregor TX 

engine test facilityspacex.com) and a reusable Falcon 9/Falcon 
Heavy booster and Dragon spacecraft fleet.  
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• Also deployed the Starlink constellation (over 6,000 satellites by 
mid-2024), which is an international network asset. 

Financial Resources:  
• Backed by major private capital (~$9.7 B equity raised) and top-

line growth (e.g. ~$9 B in 2023) to fund extensive R&D and 
infrastructure expenses.  

• Valued at around $137 B in early-2023 and $350 B as of end-2024, 
indicating strong capital resources (Raison, 2024). 

Intangible Resources 

Intellectual Property & Know-how:  
• Secret rocket designs (Falcon, Starship) and engine designs 

(Merlin, Raptor), which are kept primarily as trade secrets rather 
than patents.  

• Hard-won expertise in fast reusability, orbital launch missions, and 
satellite networking forms a knowledge base that competitors do 
not have (Inside SpaceX's texas rocket-testing facility2012).  

• Organizational culture at SpaceX emphasizes iterative design and 
risk-taking, which results in continuous innovation.  

Human Resources 

Leadership: 
• Visionary founder/CEO Elon Musk provides aggressive direction 

(e.g., focus on rapid reuse and Mars), and President Gwynne 
Shotwell oversees efficient operations. 

• This pair of leaders has been responsible for SpaceX's success. 
• A strong engineering-based culture ("super-engineering driven," in 

Musk's words) underpins the company's ability to solve complex 
problems at a rapid rate. 

 

 

Technological Resources 

Technological Resources Reusable Rocket Technology: 
• SpaceX's Falcon 9/Heavy rockets have been reflow and recovered 

330+ times as of Oct 2024, a special capability with the advantage 
of lower cost. 

• It operates a fleet of self-driving booster-recovery drone boats, and 
is currently engaged in developing Starship, the world's highest 
capacity rocketed with full reusability (Rah Tech Wiz, 2024). 

 

Satellite Network & Systems:  
• SpaceX owns and operates the largest internet satellite 

constellation, Starlink, and the Starshield program for government 
clients.  

• SpaceX developed custom user terminals and network software, 
thereby exerting end-to-end control over a high-technology global 
communication service.  

• It also possesses in-house engine (Merlin, Raptor) and spacecraft 
(Dragon) development, which are cutting-edge technology assets. 

 

Core Capabilities 

Core Capabilities Rapid Innovation & Development:  
• Ability to design, develop, and test aerospace systems at 

significantly shorter timescales than incumbents.  
• For instance, SpaceX built Falcon 1 in a few years from the ground 

up and iteratively tests Starship development at a previously 
unheard-of scale in government programs. 
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Low-Cost, High-Frequency Launch:  
• With efficiency and reusability, SpaceX offers launch prices well 

below.  
• It is able to sustain a very high pace of launches (96 orbital 

launches in 2023, 134 in 2024) indicating operational excellence 
and turnaround capability that reduces cost per launch. 

 

 
Diversification & Synergy:  

• Having both launch services and Starlink internet service provides a 
diversified portfolio for SpaceX.  

• Not only is it launching payloads for customers, but it's also its own 
largest customer (launching Starlink satellites), which fills up its 
manifest and generates economies of scale.  

• The synergy between Starlink (providing ongoing revenue) and the 
launch business (providing cheap access to orbit) is a key strength. 

 

Global Market Reach:  
• SpaceX has a worldwide customer base launching satellites for 

commercial entities, governments (NASA, DoD), and international 
customers.  

• Starlink also goes directly to tens of millions of end-customers 
globally. Such worldwide distribution and network advantage make 
SpaceX more powerful and dominant in the space sector. 

 

 

 

3.4. Value Chain Analysis 
The following table outlines the value chain for SpaceX, separating its primary activities (those which directly 
generate value in producing and providing its launch and satellite services) and supporting activities (those 
which enable and enhance the primary operations): 

 
Figure 11 SpaceX Falcon 9 rocket launching through morning fog at Cape Canaveral, Florida 
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Table 12 Value Chain Analysis 

Primary 
Activities SpaceX Practices and Value Creation 

Inbound 
Logistics 

Supply Chain Management:  
• Due to deep vertical integration, SpaceX outsources relatively little. Key rocket 

components (engines, structures, avionics) are manufactured in-house, which 
minimizes inbound logistics complexity.  

• Raw materials (metals, composites, electronics) are purchased from suppliers, 
with SpaceX scale leveraged to secure stable inputs (e.g. bulk propellant 
purchase, electronics for Starlink) (Starlink).  

• Only a few strategic suppliers (e.g. for chipsets, solar panels) are tightly 
controlled. Inbound transportation of parts is optimized (most of its production 
facilities are centralized near headquarters), minimizing holding inventory.   

Operations 
(Production) 

Manufacturing & Launch Operations:  
• SpaceX operations include the production, testing, and launching of rockets 

and satellites. It produces, tests, and launches rockets from its Hawthorne 
facility and Boca Chica (Starbase) complex for Starship. 

• It has innovated using rapid, iterative production methods – for example, 
producing many Starship prototypes at the same time in an effort to quickly test 
and learn. 

• Experience and scale facilitate high efficiency: SpaceX had reached record 
launch frequency as of 2023 (almost 2 per week on average). 

Reusability turnaround is a proficiency at its essence: 
• Recycled Falcon 9 stages get cleaned, refurbished, and reflow within weeks. 

SpaceX has even developed its own launch pads and integration facilities so 
that it can tightly integrate its launch operations. 

• Its mission control centres execute launch and flight operations with 
competence developed over hundreds of missions. 

• This integrated operations design generates industry-leading launch frequency 
and reliability. 

Outbound 
Logistics 

Launch Delivery & Distribution:  
• In the launch services context, "outbound logistics" is taking customers' 

payloads to orbit.  
• SpaceX executes each phase of delivering the customer's satellite from factory 

to target orbit. SpaceX provides in-house payload integration capabilities 
(attaching satellites to the rocket and testing them), arranges for rocket 
transportation to the launch site (usually through its own trucks), and does the 
launch. After launch, SpaceX returns boosters to base (sea or land) to be reused 
on a routine basis.  

• In its Starlink commercial business, outbound logistics consists of transporting 
Starlink kits (user terminals) to customers in dozens of countries this involves 
international shipping and carriers. Starlink terminals have been designed to 
pack and ship, though that is a very minor fraction of its business.  

• Usually, this vertically integrated approach of SpaceX translates into a 
minimum number of hand-offs the same firm that builds the rocket delivers the 
"product" (a working satellite in space) directly to the customer, allowing for 
speed and accountability. 
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Marketing & 
Sales 

Customer Contracts & Market Strategy:  
• SpaceX's business is marketing to business/government customers for launch 

and consumers for Starlink. Word-of-mouth marketing is restricted for launch 
services – reputation and price are the major drivers.  

• The history of SpaceX and low cost attract a steady stream of commercial 
clients; it also acquires big government contracts through official bids (e.g. 
NASA, military launches). Up to the end of 2023, SpaceX had a ~$12 billion 
value launch manifest consisting of commercial and government mission Sen. 
because of favourable sales.  

• Public displays of the company (e.g., landing rockets, or sending a Tesla car to 
space) are good advertising through the publicity across the globe. Publicizing 
Elon Musk's profile and his social media profiles also indirectly promotes 
SpaceX. For Starlink, SpaceX uses more conventional marketing: web 
marketing, joint ventures (e.g. with telecommunications firms for package 
deals), and a simple website to order on.  

• The prestige of the SpaceX brand elevates the Starlink brand, which has rapidly 
expanded to tens of millions of subscribers. In general, SpaceX's marketing 
eschews massive ad expenditures; instead, it uses publicity fuelled by 
innovation and cutting-edge pricing to stimulate sales. 

Service (After-
Sales) 

Post-Launch Support & Customer Service:  
• In launch services, after a satellite is placed into orbit, the "service" aspect is 

relatively small (there is no day-to-day maintenance of the launch).  
• Nevertheless, SpaceX does put significant emphasis on customer support 

during mission planning and will support satellite customers post-launch if 
issues arise (e.g., anomaly analysis, support for orbit raising, etc.).  

• The ultimate success of the customer mission (i.e., a functioning satellite in 
orbit) is essential to the credibility of SpaceX, so it informally backs as needed.   

Firm 
Infrastructure 

Corporate / Management Structure:  
• SpaceX infrastructure is built to be nimble.  
• As a private firm, it avoids bureaucracy and can make long-term strategic 

decisions (Musk has stated that staying private spares SpaceX from short-term 
shareholder pressures).  

• The company's flat organizational structure and mission-driven culture serve as 
a support system for rapid decision-making. 

• Facilities management is also a key part of the infrastructure – SpaceX puts 
money into offices, ground tracking stations, and launch pads to drive growth.  

• Financial management is also robust: despite being privately held, SpaceX has 
raised capital when needed to fund initiatives like Starship and Starlink, 

Human 
Resource 
Management 

HR Practices & Culture:  
• SpaceX recruits’ aerospace, engineering, and software professionals who are at 

the pinnacle of their careers. It recruits motivated workers on the strength of the 
zeal of its purpose ("make life multiplanetary"). 

• Hiring criteria are notoriously demanding. The company fosters a hardcore 
engineering tradition – employees commonly work extended periods to meet 
aggressive deadlines, and innovation is encouraged at every level.  

• Training is largely on-the-job;  
• Engineers are thrown into significant responsibilities early, which helps to 

learn fast. The retention is also supplemented by the allure of working on 
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leading-edge projects (albeit with hard-driving work environment that causes a 
little burnout).  

• Key technical personnel, like propulsion experts, are monitored and retained 
with good compensation (and stock options in a very highly sought-after 
company). (The Wall Street Journal, 2024) 

Technology 
Development 

• Technological innovation is the cornerstone of SpaceX's business model. 
SpaceX spends heavily on R&D (e.g., it had over $5 billion in expenditure in 
2022 while developing Starship and).  

• Its engineering teams continually strive to improve – from improving Falcon 9 
turnaround times to conceptualizing next-generation Starship engines.  

• SpaceX employs an iterative design approach: build prototype -> test -> fail -> 
learn -> improve, which significantly reduces development times.  

• Proprietary software is written to simulate, plan missions, and even 
manufacturing processes (e.g., bespoke automation in rocket construction).  

• In contrast to many of its competitors, SpaceX retains much technology 
development internal and proprietary until a breakthrough has been proven (it 
seldom publishes papers or patents).  

• Some of the most important technological advancements include Merlin 
engines (cost-efficient and reusable), Raptor engines (high-performance 
methane-fuelled engines for Starship), autonomous landing and navigation 
software, and Starlink network architecture.  

• The result is a series of innovations – such as Falcon 9 reusability and low-
latency internet by Starlink – that serve as the foundation of SpaceX's 
competitive advantage. 

Procurement 

Sourcing and Supplier Management:  
• SpaceX's purchasing approach is special considering how much the company 

produces internally. 
• The scale of Starlink production (thousands of satellites) required SpaceX to 

become cost-effective in the purchase of components like solar panels and ion 
thrusters in low unit prices.  

• Where it was too costly or time-consuming to buy from outside, SpaceX has 
opted to produce in-house (e.g., producing its own Starlink antennas when 
vendor costs were too high). This make-or-buy flexibility is a strength.(CTOL 
Digital Solutions) 

• For what it buys, SpaceX holds tough on cost and schedule, taking advantage 
of being an original supplier for SpaceX and the size that can procure.  

 

Strategic Implication 

Cost Leadership Through Reusability:  

• SpaceX's vertically integrated and reusable launch system (e.g., Falcon 9) allows it to offer industry-
low prices, which strengthens its competitive edge in both commercial and government markets. 

• High vertical integration provides SpaceX with control over production schedules, reduces dependence 
on suppliers, and allows for quick iteration of new designs essential for rapid innovation cycles like 
Starship. 

• Economies of scale, through efficient manufacturing, quick booster turnaround, and high launch 
cadence, enable sustainable growth in the face of deep pricing. 

• Merging of Starlink and Falcon 9 creates internal demand, removes excess capacity, and creates 
recurring revenue shifting income streams away from launch contracts. 
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• Seamlessly integrated outbound logistics and flexible launch operations deliver reliable service to a 
global customer base, further ensured by consumer-branded identity of Starlink. 

• Brand awareness and publicly observable success (e.g., launches, Starship tests) reduce traditional 
marketing dependence freeing up resources for R&D. 

• All-stack service offerings (launch + support + broadband) and a well-documented record of 
dependability guarantee long-term agreements and user stickiness, enhancing market retention.  

3.5. Cost and Value Drivers (SpaceX) 
Key internal and external factors that drive SpaceX’s costs and value creation are summarized below: 

Table 13 Cost and Value Drivers 

Internal Cost/Value Drivers External Cost/Value Drivers 

Reusable Technology & Efficiency: 
• SpaceX's engineering innovations 

(especially reusable rockets) substantially 
lower the marginal cost per launch. 

• Each Falcon 9 booster reuse saves 
manufacturing cost and spreads R&D cost 
over many launches, enabling ~10%+ price 
discounts to.(Rich Smith, 2025) 

• Cadence of launch that is high and quick 
turnarounds increase labour and asset 
utilisation, which lowers unit costs further. 

• These efficiencies are passed on to customer 
value through reduced prices and high 
launch frequency. 

Market Demand Growth:  
• Surge in demand for launches of satellites 

(such as broadband constellations, earth 
observation) expands SpaceX's market.  

• This outside force allows SpaceX to step up 
production and achieve economies of scale. 
Similarly, a demand surge in global 
broadband drives Starlink subscriber 
acquisition (from 10k subs in 2021 to 4.6 M 
in 2024), driving revenue and value.  

• A growing market justifies SpaceX's 
massive initial R&D expenditures by 
allowing the company to open the gate to 
revenue expansion. 

Vertical Integration:  
• By making rockets, engines, and now 

satellites in-house, SpaceX sidesteps 
supplier mark-ups and retains more value.  

• That lowers cost (no third-party profit 
margins) and can speed development (fewer 
vendor delays). It also enables SpaceX to 
integrate designs together throughout the 
entire system to achieve optimal 
performance (e.g. creating Starlink satellites 
to mate Falcon 9 optimally).  

• Vertical integration therefore lowers costs 
and captures the most value (through 
technical optimization and schedule control). 

Competition & Pricing Pressure:  
• Competition (or lack thereof) influences 

SpaceX's pricing power. Historically, more 
expensive competitors (Arianespace or 
ULA) were undercut by SpaceX's arrival; 
now SpaceX has new competitors (Blue 
Origin's New Glenn, Rocket Lab for small 
launches, etc.) pressuring it.  

• This external pressure encourages SpaceX 
to keep costs low. Thus far, SpaceX's cost 
leadership is strong – e.g., Ariane 6 is 
meant to be more expensive than Falcon 9.  

• If the competition can't keep up with 
SpaceX's reuse approach, SpaceX can both 
provide customer value (low cost) and 
enjoy good margins.(Space Economy 
Institute, 2023) 

Scale & Learning Curve:  
• SpaceX has learning curve benefits each 

rocket that is built and launched is giving 
data to make the next one more efficient.  

• By 2024, having done hundreds of launches, 
SpaceX's employees have refined production 

Government Support & Contracts:  
• External money and contracts played a 

crucial part. NASA's early contracts 
(COTS, Commercial Crew) provided 
capital and revenue that subsidised cost 
development.  
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processes, which has led to faster 
construction time and fewer errors.  

• Large-scale production of Starlink satellites 
(mass manufacturing techniques for 
thousands of satellites) also pushes SpaceX 
down the cost curve (NASA).  

• This ongoing improvement within lowers 
costs on average and increases dependability 
(a customer value driver that fosters belief in 
mission accomplishment). 

• Even in the present era, government 
missions (NASA, U.S. Space Force) create 
stable source revenues. What's more, policy 
support such as regulatory approval (FCC 
licenses to open Starlink throughout the 
world) and government acquiescence in 
using commercial service add value. 

• Conversely, regulatory requirements might 
be costly (safety standards compliance, 
spectrum management, etc.). 

Starlink Synergies:  
• Internally, Starlink development forms a 

virtuous cycle: it generates revenue 
(subscription fees) that fund rocket 
development, and simultaneously generates 
launch demand (thousands of SpaceX's own 
satellites to launch) to fill the manifest.  

• This synergy maximizes factory utilization 
and spreads launch costs. It also gives 
SpaceX a differentiated value proposition 
(integrated service + launch) (DORIS ELÍN 
URRUTIA, AND&nbsp and MIKE 
BROWN, 2024).  

• As an internal motivator, Starlink success 
increases SpaceX's enterprise value and 
provides long-term recurring cash flow 
(mitigating the cyclicality of launch sales). 

Macro-economic Factors:  
• Extrinsic factors such as commodity prices 

and inflation affect costs.  
• SpaceX addressed these by locking in 

supplies and investing in efficiency.  
• The second is foreign exchange rates – less 

immediately applicable to SpaceX (which 
makes payments and is paid mostly in 
USD), but applicable to international 
competitors.  

• Finally, geopolitical events are external 
drivers: e.g., the Ukraine war proved 
Starlink's usefulness (prompting 
government investment in its use in war 
(NASA).  

 

 
Figure 12 Starlink SpaceX Falcon 9 rocket launching from Launch Complex 39A at Kennedy Space Centre, Florida 
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3.6. Value Chain Comparison: SpaceX vs. Arianespace 
The table below compares SpaceX and Arianespace across their value chains, highlighting differences in 
innovation, efficiency, vertical integration, and global reach. 

 
Figure 13 Inspiration4 crew member and Medical Officer Hayley Arceneaux in a SpaceX Crew Dragon pressure suit, giving a thumbs up during 
pre-launch preparations for the historic all-civilian orbital mission 

 

Aspect SpaceX (United States) Arianespace (Europe) 

Innovation 

Technology & Launch Model:  
• Breakthrough innovator SpaceX 

innovated reusable orbital rockets, 
transforming launch. It continues to 
come up with new technology (e.g., 
Starship, Starlink).  

• Its culture of innovation and rapid 
prototyping allow it to move quickly on 
designs.(Global Aerospace Editorial, 
2024) 

• By pioneering the development of 
landing and re-flight boosters, SpaceX 
stays on the cutting edge (Falcon 9 is 
updated frequently, and Starship aims 
for fully reusable, super-heavy lift). 

Technology & Launch Model:  
• Incremental innovator (lagging) 

Arianespace utilized to use 
expendable rockets (Ariane 5, 
Ariane 6) of conventional design.  

• Ariane 6, while modernized, is not 
reusable and uses technology that's 
now behind SpaceX's Falcon 9. 

• Innovation in Europe has been 
slower (Ariane 5 operated for ~25 
years with few major changes).  

• Arianespace relies on supplier 
innovation (Airbus/Safran for 
Ariane rockets). (Andrew 
Parsonson, 2024) 



 

 31 

Outcome: SpaceX led the way in 
innovation, and Arianespace only 
recently considers the possibility of 
reusability for upcoming rockets (too 
late to be catching Falcon 9 in this 
generation). 

Efficiency 

Cost Structure & Operations:  
• SpaceX launches with unprecedented 

frequency (96 launches in 2023, 134 in 
2024spacedaily.com) with relatively 
few employees per launch, implying 
high productivity.  

• Production is optimized for scale (e.g., 
building Starlink satellites in bulk).  

• The company also flies rockets 
frequently (one booster record is 16 
flights through 2023)’ 

• All of this yield’s economies of scale 
and scope – both lowering unit costs 
and allowing for profitable operations 
in spite of predatory pricing. SpaceX 
enjoyed ~35% operating 
marginsnasdaq.com in 2023, a 
testament to its efficiency.(Course 
Hero, 2024) 

Cost Structure & Operations:  
• More costly, less efficient. 

Arianespace's design, with many 
contractors and single-use 
hardware, results in higher per-
launch costs.  

• Ariane 5/6 is slow and expensive 
to produce (a few per year).  

• Without reuse, each mission has 
full hardware cost. Arianespace 
also experienced low launch 
cadence – e.g., no launches for 
some period during 2022–2023 due 
to Ariane 6 being behind schedule 
and losing Russian.  

• This downtime and under-use 
made ESA have to shell out €340 
M/year just to keep Arianespace 
busy during downtime.  
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Vertical 
Integration 

Integration & Supply Chain:  
• Very vertically integrated. SpaceX 

manufactures and makes the majority 
of large components internally rocket 
motors, stages, spacecraft, and even 
satellite payloads (Starlink) now. 

• It owns its launch pads and ground 
facilities. Its in-house approach gives it 
complete control over quality, 
schedule, and cost.  

• It can easily make design changes 
without having to wait on third-party 
suppliers. Vertical integration further 
means that SpaceX keeps more value 
in-house (higher margins) and protects 
key know-how.  

Integration & Supply Chain:  
• Extremely disintegrated/value-

chain fractured. Arianespace 
effectively works as a launcher 
services aggregator: it does not put 
the rockets together. 

• The Ariane rockets are 
manufactured and developed by 
Ariane Group (Airbus/Safran JV), 
the Vega by Avio. Arianespace 
brings the payloads together and 
offers launch operations at the 
spaceport, selling the service.  

• Its supply chain is therefore 
heavily outsourced. While this 
diversifies risk and cost at first, it 
also results in Arianespace having 
less control.  

• Slowness or issues at Ariane 
Group or Avio immediately ground 
Arianespace (e.g., Ariane 6 
development slowdowns, Vega-C 
failure grounding flights). (Andrew 
Parsonson, 2024) 

 

Cost Advantage of SpaceX 

Table 14 Cost Advantage 

Feature Financial 
Resources 

Physical 
Resources 

Technological 
Resources Reputation Human 

Resources 
Valuable ✓ ✓ ✓ ✓ ✓ 

Rare ✓ ✓ ✓ ✓ ✓ 
Inimitable ✕ ✕ ✓ ✓ ✓ 

Non-substitutable ✕ ✕ ✓ ✓ ✓ 
 

 
Figure 14 SpaceX Falcon 9 rocket launching from Cape Canaveral Space Force Station, Florida during sunset 
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3.7. Competitive Positioning (VRIO Analysis) of SpaceX 
Table 15  VRIN Analysis 

Key Advantages Tang/ 
Intangible V R I O Competitive Impact 

Financial Resources Tangible No No Yes Yes 

SpaceX has huge funding from private 
investors & government contracts. Strong 
investment in R&D, but replicable by 
financially strong competitors. 

Technology 
(Reusable Rockets & 
Starlink) 

Tangible Yes Yes Yes Yes 

SpaceX's reusable rockets, Starship, and 
Starlink constellation offer unique 
technological advantages, hard to imitate 
at scale. Competitive leadership in cost & 
speed. 

Human Capital 
(Skilled Workforce) Tangible Yes No No Yes 

Highly talented engineers with expertise in 
rocket science, AI, robotics, and 
manufacturing. Hard to replicate the speed 
of their innovation culture. 

Brand Resources 
(Global Reputation) Intangible No Yes Yes Yes 

Globally recognized for innovation, 
success, and ambitious vision (Mars 
mission). Strong brand positioning and 
trust advantage in aerospace. 

Strategic 
Partnerships (NASA, 
DoD, International 
clients) 

Intangible Yes Yes No Yes 

Long-term government contracts, 
partnerships, and collaborations increase 
recurring business but competitors can 
build partnerships too. 

Vertical Integration 
(Manufacturing In-
house) 

Tangible Yes Yes Yes Yes 

In-house manufacturing of rockets, 
engines, satellites reduce cost & improves 
control. Hard to imitate due to high entry 
barriers. Sustainable competitive 
advantage. 

 

 
Figure 15 SpaceX Falcon 9 rocket launch captured from Joshua Tree National Park, California at night 
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3.8. Distinctive Competencies 
Table 16 Distinctive competencies 

Distinctive 
competencies and 

strategic asset 

Scarcity 
and 

relevance 
Durability Transferability Replicability Appropri

ability Strategic Implications and Choices 

Brand Name (SpaceX) Yes Yes Yes, but difficult 
and expensive No Yes 

SpaceX must leverage its global brand in entering 
new international markets, building trust in 
Europe & Asia where competition is emerging. 

Company Reputation 
(Reliability, Innovation, 
Leadership) 

Yes Mostly Yes No No Yes 

Reputation is a key strategic asset. SpaceX must 
maintain its track record in reliability, safety, and 
innovation to win government & commercial 
contracts globally. 

Launch Infrastructure & 
Location Advantage Yes Yes No N/A Yes 

SpaceX's multiple launch locations (Florida, 
Texas, California) offer unique flexibility and 
competitive lead. Competitors will struggle to 
replicate this scale easily. 

Market Power (Global 
Market Share in Launch 
& Starlink) 

Yes Yes Yes Yes Yes 
SpaceX should leverage market dominance to 
negotiate favourable contracts, set pricing 
benchmarks, and influence industry standards. 

Technological Innovation 
(Reusable Rockets, 
Starlink Tech, Starship) 

Yes No Yes Yes Yes 

Continuous investment in R&D is critical as 
technology can be replicated over time. SpaceX 
must lead innovation cycles faster than rivals to 
sustain advantage. 

Cost Leadership 
(Through Reusability & 
Vertical Integration) 

Yes No Yes Mostly Yes Yes 

Cost leadership remains a core capability. SpaceX 
must maintain operational efficiency, rapid 
turnaround, and reuse cycles to sustain low-cost 
advantages globally. 
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Strategic Capability Implication 

• Continue technological innovation through continuous R&D investment to maintain first-mover 
advantage in reusable rockets and Starlink technology. 

• Maintain cost leadership by enhancing operational efficiency, optimizing vertical integration, 
and increasing the reuse rate of rockets and parts. 

• Leverage international brand reputation to gain trust in new global markets, secure government 
contracts, and enter highly regulated domains like the EU. 

• Use market leadership to win long-term contracts, set industry rates, and influence space policy 
ahead of competitors increasing in intensity. 

• Retain and build human capital by preserving SpaceX's entrepreneurial spirit while augmenting 
employees' health and preventing burnout potential. 

3.9. Key Strategic Issues from Internal RBV Analysis of SpaceX 
Table 17 Strategic Capability Implications of SpaceX 

Issue Description Strategic Implication 

Sustainability of Technological Edge 

SpaceX's technology, such as 
reusable rockets and Starlink, is 
uncommon and valuable. 
Competitors, however, are 
investing heavily in the same 
technologies. 

Continuous investment in 
R&D is required in order to 
maintain technological 
leadership and prevent 
competitive advantage 
erosion. 

Dependence on Key Human Capital 
The company's success relies 
heavily on a highly talented and 
innovative pool of talent. 

Having effective talent 
retention initiatives is 
crucial in order to preserve 
institutional knowledge and 
sustain innovation 
momentum. 

Brand Reputation Management 

The SpaceX brand is synonymous 
with innovation and reliability. 
Any dramatic failure would 
compromise this reputation. 

Having strict quality control 
and open communication is 
critical in order to preserve 
brand integrity. 

Operational Scalability Challenges 
Aggressive growth, especially 
with Starlink, may strain 
operational capabilities. 

Growth processes depend 
on scale and infrastructure 
to achieve it without losing 
effectiveness. 

Regulatory and Political Risks Process is regulated by high-level 
international policy and politics. 

Engagement with 
regulatory authorities and 
diversification of the launch 
sites can minimize 
geopolitical risk 

Supply Chain Vulnerabilities 

Vertical integration is high to 
avoid reliance on suppliers but 
increases susceptibility to internal 
disruptions. 

Internalized processes and 
contingency plans must be 
built to sustain them in the 
event of supply chain 
failure. 
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4. Organisational Behaviour View 
4.1. Stakeholder Analysis 
This analysis identifies key SpaceX stakeholders, their level of interest in the company, and their primary 
objectives or concerns: 

 

                           
Figure 16 Stakeholder Analysis 

Strategic Implications 

• Stakeholders in Quadrant B (Owners, Shareholders, CEO, Employees, Joint Ventures) should be 
particularly concerned in strategic decisions and consulted regularly to align with SpaceX's innovation-
driven imaginative and prescient and enlargement plans. 

• Customers in Quadrant A maintain high electricity but low interest; SpaceX ought to boom purchaser 
engagement and consider, mainly for Starlink and destiny space tourism markets, via 
transparency and pleasant offerings. 

• Regulatory Bodies and Local Communities in Quadrant C require everyday updates and communique 
to make sure compliance and maintain high quality relationships, averting felony or environmental 
obstacles. 
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• Stakeholders in Quadrant D (Suppliers, Foreign Governments, Local Governments) possess high 
hobby but extraordinarily low energy; SpaceX have to hold moral partnerships and clear contracts to 
make sure easy international operations. 

Table 18 Stakeholder Objectives 

Stakeholder Level of Interest Key Interests & Objectives 

CEO – Elon Musk Very High 

• Pursue SpaceX’s long-term vision 
(make humanity multi-planetary) and 
technological innovation.  

• As founder with ~54% equity control
forums.theregister.com, Musk drives 
strategy and culture, prioritizing bold 
projects (e.g. Starship to Mars).  

• Ensures company growth and 
maintains control to achieve his 
mission. 

Shareholders/Investors High 

• Achieve strong financial returns and 
company growth.  

• Major investors (including Musk and 
others) seek increasing valuation and 
eventual ROI (e.g. via IPO or 
dividends).  

• They support SpaceX’s ambitious 
projects if they promise future profits 
and market leadership. Minority 
stakeholders expect prudent use of 
funds and risk management. 

Customers (Launch Services & Starlink) High 

• Reliable, affordable access to space 
and internet.  

• Launch clients (satellite operators, 
commercial and government) depend 
on SpaceX’s low-cost, on-time 
launches (SpaceX had >60% of 
global launches in 2023) for critical 
missions.  

• Starlink users (consumers, 
enterprises) expect broad coverage, 
high-speed connectivity at 
reasonable cost.  

• Customer loyalty hinges on 
performance and continuous service 
improvement. 

Government & Agencies High 

• Successful partnership and 
compliance. NASA and the U.S. 
Department of defence are major 
clients, having invested over 
$15 billion in SpaceX contracts
theguardian.com, and expect reliable 
mission delivery (ISS transport, 
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satellite launches) at lower 
cost.(Scara)  

• Regulators (FAA, FCC) and 
governments demand safety 
compliance, environmental 
responsibility, and support national 
interests (e.g. technological 
leadership, job creation) while 
enabling SpaceX’s operations. 

Employees Medium-High 

• Challenging work and mission 
fulfilment. SpaceX’s workforce is 
motivated by the mission and 
cutting-edge projects; they seek 
career growth, innovation, and 
equity rewards.  

• However, they also value sustainable 
workloads and a positive culture.  

• Retaining talent is key, as employees 
want job security and to share in 
SpaceX’s success (many have stock 
options). 

Partners/Suppliers Medium 

• Stable business and growth 
opportunities. Key suppliers (for 
materials, components, etc.) and 
strategic partners (e.g. satellite 
customers, research collaborators) 
want long-term relationships with 
SpaceX.  

• Their objectives include consistent 
orders, collaborative innovation, and 
association with SpaceX’s brand.  

• They expect SpaceX to honour 
contracts and continue its industry 
leadership, which in turn benefits 
their interests.(Mike Sherill, 2025) 

 

 

 

4.2. Mission, vision, values analysis 
SpaceX’s core purpose and ethos are captured in its mission and vision statements, with underlying values 
guiding its strategy 

Table 19 Mission & Vision 

Statement Description 
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Mission 

• To revolutionize space technology, with the long-term objective of making human 
life multi-planetarybusinessmodelanalyst.com.  

• Such a mission reflects SpaceX's focus on disruptive innovation in rocket and 
spacecraft, finally with the end objective of making human life multi-planetary. 

• It targets reducing costs (through reusable technology) and bold ambitions like 
colonizing Mars as the company's motivation. 

Vision 

• To make life multi-planetary by settling a self-sustaining city on Mars.  
• SpaceX's vision paints a long-term picture of human life thriving beyond Earth.  
• It underscores the company's ambition to not just travel to Mars but to establish the 

infrastructure (Starship rockets, habitats, life support) for a sustainable settlement. 
Such grand vision drives strategy and inspires stakeholders. 

Core 
Values 

Innovation and Bold Risk-Taking:  
Stretching technology boundaries (e.g. designing Starship, the world's first fully reusable 
super-heavy rocket) and taking large risks to achieve breakthrough results.  
Inclusion and Diversity: 
Hiring diverse teams of world-class talent from all backgrounds to enable creativity.  
Customer Focus and Reliability: 
Demonstrating commitment to customers (NASA, etc.) through mission success and 
iterative refinement. Operational Excellence: 
Working with speed and efficiency (e.g. rapid launch turnaround) to expand space access. 
These principles form the basis of SpaceX's culture and performance standards. 

 

 
Figure 17 SpaceX Starship approaching Mars in a conceptual rendering of interplanetary travel 

Space X Vision Project 
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• SpaceX's long-term dream is securely founded on its ambitious goal of making life multiplanetary, 
where the central support of Mars colonization stands at the forefront.  

• The Mars mission, led by the development of the Starship rocket, is not merely a technological success, 
but a bold statement of human capability to survive and thrive beyond our world.  

4.3. Issues Derived from Organizational-Based View (OBV) 
An internal analysis reveals several key organizational and capability issues within SpaceX. These focused 
issues stem from SpaceX’s resources, structure, and processes, highlighting strengths to leverage and 
weaknesses to address. 

Table 20 Issues Driven From OBV 

Internal Issue Description and Implications 

Founder-Centric 
Leadership 

• SpaceX's identity and decisions are very cantered around Elon 
Musk. While as much as his vision generates innovation, over-
reliance on Musk poses a key-man risk. His public actions and 
scandals can be distracting for the company.  

• When Musk's focus is split (e.g. with other businesses) or his 
actions repel stakeholders, SpaceX's reputation and focus may be 
impacted. A succession plan or delegating other leaders (e.g. 
President Gwynne Shotwell) authority is necessary to avoid this 
risk. 

Intense Work Culture & 
Retention Challenges 

• SpaceX's "high-pressure, long hours" ethos drives rapid progress at 
the cost of potential employee burnout.  

• Turnover is a problem surveys indicate up to 73% of employees 
have considered leaving.  

• While talent is attracted by the mission, sustaining morale and 
retaining quality engineers is the challenge.  

• Losing experienced staff could be a damper on innovation and on 
quality. SpaceX needs to weigh tough schedules against employees' 
well-being (e.g. fair schedules, incentives for longer-term retention). 



 

 41 

Concurrent Ambitious 
Projects Straining 
Resources 

• The company is simultaneously developing and operating multiple 
ultra-aspirational businesses Starship(next-generation reusable 
launch vehicle), Starlink(global satellite internet), and continuous 
Falcon rocket flight operations.  

• This puts a strain on financial and human resources.  
• SpaceX must fund the capital-starved Starship program (critical to 

Mars goals) largely with Starlink revenues. Musk himself noted that 
Starlink's success is key to SpaceX's futureforums.  

• The stress can also impact delivery: delays or cost overruns in one 
project (e.g. Raptor engine production for Starship) threaten others. 
Internally, scheduling and allocation are problems to be solved to 
enable each project to succeed without bankrupting or over-
extending the company. 

Financial Structure and 
Funding Constraints 

• As a privately-held entity, SpaceX relies on private investment, 
launch revenues, and contracts to finance growth.  

• Massive investments in Starship development and satellite 
constellation launch create thin margins in the short term.  

• While SpaceX has raised capital in venture rounds and enjoys 
lucrative contracts, it lacks the cheap capital flow of public markets.  

• This could limit flexibility or hinder growth if funding needs 
outpace cash flows.  

• The company is faced with the insider challenge to become 
profitable (especially through its Starlink offerings) and to manage 
costs such that its high-flying dreams be financially possible.5 

 

5. Internationalisation Strategy Approaches 
SpaceX’s approach to international strategy can be analysed across three archetypes Global, Multidomestic, 
and Transnational each with different characteristics. The table below describes each approach, with their 
general advantages, disadvantages, and strategic implications for SpaceX(The Strategy Institute, 2024). 

  
Figure 18 Elon Musk introducing SpaceX's Dragon V2 spacecraft in Hawthorne, California on May 29, 2014, with plans to ferry NASA astronauts 
to and from the space station. 

 
5 (These OBV issues focus on SpaceX’s internal organization and capabilities, informing how it can leverage strengths and address 
weaknesses in its strategy.) 
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Table 21 International Strategy Approaches 

Approach 
Global Strategy 
(Centralized & 
Standardized) 

Multidomestic Strategy 
(Decentralized & Localized) 

Transnational Strategy 
(Integrated & 
Adaptive) 

Description 

Uniform global 
approach. Country specific strategies. 

Mix of global 
consistency and local 
customization. 

Services and operations 
managed centrally from 
HQ. 

Local 
subsidiaries/partnerships 
created. 

Centralized R&D, global 
tech standards. 

Standardized Starlink 
and launch tech globally. 

Services tailored to national 
rules and preferences. 

 Adapts operations, 
compliance, and services 
locally. 

Advantages 

Economies of scale in 
manufacturing (e.g. 
Starship/Falcon). 

High responsiveness to local 
laws and market demand. 

Combines cost efficiency 
with local flexibility. 

Strong and consistent 
global brand presence. 

Enhanced customer 
satisfaction due to tailored 
services. 

Better compliance with 
local policies without 
diluting brand. 

Streamlined decision-
making and rapid 
innovation sharing. 

Stronger ties with 
governments and local firms. 

Faster learning cycles 
from local insights. 

Lower operational 
complexity and cost. 

Greater adaptability in 
fragmented or sensitive 
markets. 

Stronger political and 
cultural alignment in 
global expansion. 

Disadvantages 

Weak adaptation to 
regional legal, cultural, 
or technical norms. 

Expensive due to duplicated 
infrastructure and staffing. 

High management and 
operational complexity. 

Risk of regulatory 
pushback (e.g. spectrum 
access for Starlink). 

Difficult to manage multiple 
custom systems. 

Requires careful balance 
between standardization 
and flexibility. 

May miss regional 
business partnership 
opportunities. 

Slower innovation integration 
across markets. 

Risk of inefficiency due 
to coordination 
overhead. 

Strategic 
Implications for 
SpaceX 

Suitable for maintaining 
dominance in launch 
services. 

Ideal for entering politically 
or culturally sensitive 
markets. 

Balances global 
efficiency with local 
engagement. 

Reinforces brand 
strength globally through 
consistent Starlink 
offerings. 

Could help win contracts 
from protectionist 
governments. 

Enables Starlink growth 
through regulatory 
alignment and regional 
partnerships. 

Works well where 
regulations align with 
U.S. standards. 

Ensures compliance in 
telecom heavy regions (e.g. 
EU). 

Maintains tech 
supremacy via central 
R&D. 

May cause delays or 
rejection in regions with 
strict local compliance. 

Less suitable for rocket 
launches due to fixed tech 
model. 

Best fit for global 
ambitions with local 
adaptability (e.g. EU, 
Asia). 

 

Summary: SpaceX is currently leaning towards a Global strategy (centralized operations from the U.S., 
offering the same launch services and Starlink globally). But as it expands, a Transnational approach can 
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emerge – keeping its technology uniform worldwide but having localized groups to handle different countries' 
regulatory environments and market needs (BP Campus). A purely Multidomestic approach is less relevant to 
a technology company like SpaceX, except for marketing or regulatory purposes (lumen Learning). 

6. International Location Analysis 
SpaceX's global expansion needs to consider regional differences. The following table is a summary of issues 
and opportunities in major regions Europe, Asia, and Africa with regard to market size, regulatory framework, 
competition, and alignment with SpaceX's strategy for services (launch and Starlink internet) (Ferrisoft, 2024). 

Table 22International Location Analysis 

Factor / Region 

Europe (EU & 
European Space 
Market) 

Asia (Asia Pacific 
Markets) 

Africa (Emerging Africa 
Markets) 

Market Demand 

High demand for 
satellite launches and 
broadband services. 

Rapid digitalization 
increases connectivity 
demand. 

Significant unmet internet 
connectivity needs. 

Many satellite 
operators and tech 
savvy users. 

Starlink can target 
remote, rural, and 
mobile users. 

 Low satellite launch 
demand but increasing 
space interest. 

Growing reliance on 
SpaceX due to Ariane 
rocket delays. 

Spacefaring countries 
like Japan, India, South 
Korea provide launch 
contracts. 

Most satellites outsourced 
for launch services. 

Urban areas already 
have good terrestrial 
broadband. 

High growth potential 
across Asia Pacific. 

Starlink can provide crucial 
connectivity where 
infrastructure is poor. 

Regulatory & Political 

 Strict aerospace 
regulations and 
spectrum rules. 

Highly varied 
regulations across 
countries. 

Underdeveloped regulatory 
environment can ease 
entry. 

EU prioritizes data 
sovereignty; Starlink 
needs licenses per 
country. 

India cautious with 
foreign services like 
Starlink. 

Complex licensing across 
multiple nations. 

Political preference 
for domestic providers 
like Ariane. 

China is closed to 
SpaceX operations. 

 Increasing interest from 
governments to expand 
connectivity. 

Possibility to partner 
with governments for 
trust. 

Potential requirement 
of technology transfer 
or partnerships for 
market entry. 

 Political stability varies by 
country; focus on stable 
regions like South Africa, 
Kenya, Nigeria. 
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Competition 

 Strong competition 
from Arianespace and 
EU backed  launch 
initiatives. 

Fragmented 
competition landscape. 

Very low direct 
competition in satellite 
launch services. 

Upcoming EU internet 
constellations like 
IRIS². 

Strong local launch 
providers in China, 
India, Japan. 

 Main competitors in 
broadband are foreign 
(OneWeb, Viasat). 

OneWeb (UK based) 
also targeting 
broadband users. 

Amazon’s Project 
Kuiper targeting Asian 
internet market. 

Terrestrial 4G/5G 
providers in urban areas. 

SpaceX's tech 
advantage provides 
temporary lead but 
regulatory hurdles 
exist. 

SpaceX currently ahead 
in reusable tech but 
must monitor emerging 
competitors closely. 

Rural areas are largely 
untouched a major 
opportunity for Starlink. 

Strategic Opportunities 

Collaborate with 
European satellite 
companies and 
agencies (ESA). 

Expand in friendly 
markets like Japan, 
Australia, South Korea. 

Establish Starlink as 
Africa’s default satellite 
broadband provider. 

Invest in local ground 
infrastructure 
(gateway stations) for 
Starlink. 

Consider joint ventures 
in India, Indonesia for 
regulatory compliance. 

Offer subsidized trials and 
early adoption programs. 

Tap European R&D 
talent for innovation 
support. 

Offer affordable 
Starlink pricing plans 
for rural areas. 

Partner with development 
agencies to fund rural 
connectivity projects. 

Lobby EU 
policymakers for 
supportive 
commercial space 
regulations. 

Use successful 
launches to build 
credibility across Asia 
Pacific. 

Explore potential future 
launch sites near equator 
for performance 
optimization. 

 

Strategic Implications 

• Focus in Europe for high-value satellite launch contracts and Starlink's rural broadband but remain 
within the purview of strict EU regulations and navigate through political protectionism. 

• Improve regional collaboration in Europe to build confidence and obtain access, and make local 
infrastructure investments (e.g., ground stations) to support Starlink operations. 

• Target Asia-Pacific for deep penetration of high-growth Starlink in rural and remote markets, using 
strategic alliances or joint ventures (particularly in regulatory-sensitive markets like India and 
Indonesia). 

• Establish an African local operating base to manage regional operations and collaborate with 
international development agencies to propel the adoption of Starlink (Starlink receives 10-year license 
to operate in lesotho as south Africa pushback continues2025). 
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7. Internationalisation Conclusions 
The following table summarizes the conclusions of SpaceX’s international strategy analysis, highlighting 
key strategic takeaways and the recommended course of action moving forward. 

Table 23 Internationalisation Conclusion 

Strategic Takeaway Conclusion/Recommendation 

Adopt a Transnational Strategy 

• SpaceX has to embrace a transnational approach to its 
internationalization.  

• This requires maintaining its world-standardized 
technology (reusable rockets, satellite design) for 
maximum efficiency, while adapting to local environments 
by means of regional subsidiaries or partnerships.  

• In this manner, SpaceX is able to meet local regulatory 
requirements and customer needs without compromising 
the advantage of its size and innovation.  

• In fact, it might involve the creation of specialized teams 
in Europe, Asia, etc., for compliance and customer liaison, 
all integrated with SpaceX HQ's combined engineering 
and production line. 

Starlink-Centric Expansion 

• Prioritize making Starlink's global launch as the pioneer of 
market entry.  

• Starlink's satellite internet service most immediately 
affects consumers and governments in most nations, 
making SpaceX's global brand presence.  

• It is also recurring revenue. The conclusion is to invest in 
aggressive ground infrastructure deployment and user 
acquisition for Starlink in key regions (operating within 
local jurisdictional frameworks).  

• Succeeding in capturing broadband market share overseas 
will not only ground a revenue stream, but also indirectly 
support SpaceX's launch business and political goodwill. 

Maintain Launch Leadership 

• Lock in SpaceX's lead in launch services worldwide. 
Continue very aggressive pricing and reliability to capture 
international satellite launches (commercial and 
government).  

• Develop long-term agreements with allies and commercial 
constellations to launch with SpaceX.  

• Meanwhile, keep international competitors at bay by 
innovating faster (e.g. Starship's full reuse will 
dramatically reduce the cost of launches worldwide).  

• This conclusion makes SpaceX the go-to launch provider 
worldwide, which supports every other aspect of its 
strategy. 
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Strengthen Stakeholder Relationships 

• Act proactively among the most significant stakeholders of 
the globe. 
To governments, emphasize SpaceX as a partner in 
national goals (like enhancing internet access, or flying 
national astronauts/cargo to space) to win orders and 
support. 

• To local communities and authorities, demonstrate 
commitment to safety and environmental responsibility 
(minimizing launch noise, rubbish, etc.) to acquire a 
permit to operate in additional locations.  

Phased Approach to New Markets 

• Penetrate emerging global markets gradually, beginning 
with those of most strategic significance and feasibility.  

• For example, enter markets like Japan, Canada, Australia, 
and parts of Europe first for Starlink (with less rigid 
regulatory hurdles and high demand), while planning to 
enter complex markets like India or Afra with extensive 
research.  

• Likewise, any thought of starting from foreign ground 
(launch pads overseas) should be considered thoughtfully 
and perhaps attempted through alliances instead of outright 
investment.  

Sustainability and Long-term Vision 

• Put long-range interplanetary vision up high in the saddle 
to guide direction, but keep near-term action financially 
and operationally sustainable.  

• That is to say, SpaceX must ground its high-flying vision 
(Mars, etc.) with sensible business models (Starlink funds, 
launch business, etc.).  

• In foreign expansion, the adage is against doing things that 
might jeopardize the finances or very purpose of being – 
i.e., don't go so far out too quickly to compromise quality 
or incur too much debt. Each step abroad ought to advance 
SpaceX towards its goal and be beneficial in its own right 
(profit, learning, alliances).  

 

8. Strategy Selection & Evaluation – Prioritisation Matrix 
To navigate numerous strategic issues, SpaceX must prioritize them based on severity (impact level) and time 
frame for action. The matrix below categorizes key issues as High, Medium, or Low priority in the Short-
Term and Long-Term. 

Table 24 Strategy Selection & Evaluation 

Priority 
Level Short-term (Next 1–2 years) Long-term (3+ years) 
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High 

Starship Launch Readiness & Reliability: 
Achieve key milestones for Starship (orbital test 
flights, safety certifications) to fulfil NASA 
contracts (e.g. lunar lander) and expand launch 
capacity. Delays or failures here pose immediate 
high risk to credibility and contracts. 

Competition (Launch & 
Constellations): By this timeframe, new 
competitors (e.g. Blue Origin’s New Glenn, 
national programs, or other constellations) 
will be more mature. SpaceX must 
continue innovation (Starship fully 
operational, perhaps Starship derived point-
to-point travel) to maintain its lead.  

Regulatory Compliance for Launches: 
Manage relations with the FAA and other 
regulators to avoid launch delays (especially 
after high-profile incidents). Ensuring a clear 
path for increased launch frequency (including 
Starship testing) is a pressing issue. 

Workforce & Leadership 
Succession: Over the long haul, ensuring 
SpaceX’s leadership and talent pipeline is 
strong is critical. As the company grows 
and Musk eventually steps back from daily 
operations, having a capable team to carry 
the torch (both technically and culturally) is 
a high severity matter for sustained 
success. 

Medium 

Financial Liquidity: Managing cash flow and 
funding is a medium-term concern: Starship and 
Starlink investments are heavy. In the short run, 
SpaceX can raise private funds as needed, but it 
must monitor finances to avoid crunch. Possibly 
consider strategic investors or partial IPO of 
Starlink if cash gets tight (medium priority 
unless conditions force it higher). 

Sustaining Starlink Network 
Quality: After rapid growth, ensuring the 
constellation remains efficient (avoiding 
overcrowding orbit, maintaining satellite 
replacements, and service quality) will be a 
medium priority. By then, usage patterns 
and satellite lifespans will dictate upgrades. 
It’s vital to manage to keep customers 
long-term, but presumably less urgent than 
new ventures. 

Talent Retention: While culture issues are 
noted, in the immediate term SpaceX continues 
to attract talent due to its mission. Retention is a 
medium priority now – important, but the 
company can tolerate some churn as long as 
critical engineering teams remain intact.  

Infrastructure for Mars/Moon: Medium 
priority in long term – developing 
infrastructure beyond launch vehicles (e.g. 
in space refuelling depots, orbital stations, 
Mars infrastructure) will grow in 
importance.  

International Market Entry: Expanding 
Starlink and launch services into initial foreign 
markets (like those friendly to the US) is a 
medium priority short-term. It’s important to set 
the stage, but not as existential as technical and 
financial issues. Initial efforts (regulatory 
filings, pilot programs) should proceed steadily. 

Public Perception & Brand 
Management: As SpaceX becomes even 
more prominent globally, maintaining a 
positive brand (especially with successful 
human spaceflights and maybe space 
tourism by then) is a medium concern. Any 
major failure could have long-term fallout, 
so crisis management plans and 
transparency will be important. 

Low 

Secondary Diversifications: Initiatives like 
developing entirely new business lines 
(unrelated to launch or communications, e.g. 
entering a completely different industry) are low 
priority now. SpaceX’s focus is better kept on 
space transport and connectivity in the short 
term. 

Legacy Fleet Phaseout: Eventually, 
phasing out older tech (Falcon 9/Falcon 
Heavy) in Favor of Starship could be an 
issue, but in the long term it’s likely 
straightforward once Starship is fully 
reliable. Thus it’s a low priority strategic 
concern looking 510 years out (expected to 
happen organically). 
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Operational Cost Cutting: While always 
useful, minor efficiency improvements (that 
aren’t game changing) are lower priority given 
SpaceX’s current healthy margins in launch. 
Major innovations overshadow small 
optimizations at this stage. 

Monetizing Mars Exploration: Figuring 
out revenue from Mars colonization (e.g. 
tourism, IP, etc.) is low priority in long run, 
as the focus will be on making it possible 
first. Profit from Mars ventures, while 
interesting, is secondary to the overarching 
goal, and can be addressed after the 
technical challenges are met. 

CSR and Outreach: Corporate social 
responsibility efforts (STEM education 
programs, outreach) are beneficial but low 
priority relative to core objectives in the 
immediate term, given limited bandwidth. 

Minor Regulatory Changes: By this time, 
small regulatory adjustments (like evolving 
space debris rules, etc.) are low priority 
strategic issues; SpaceX would adapt as 
routine. The major regulatory battles would 
have been fought earlier (spectrum 
allocation, launch licenses, etc.),  

 

Interpretation:  

In the short term, technology milestones (Starship) and market conquest (Starlink) dominate SpaceX's agenda 
– these are high-severity issues that need to be resolved immediately to pin down the company's future 
direction. Financial management and initial globalization steps are secondary but somewhat lower in near-
term priority. In the long term, staying ahead of competitors, seizing the Mars vision, and succession planning 
take precedence. Lesser priority issues, like fine-tuning operations or exploring tangential opportunities, 
remain in the background unless circumstances shift. By doing this, SpaceX attends to what is most vital when 
it is most vital, allocating resources to strategic priority. 

 

 
Figure 19 SpaceX Falcon 9 booster during liftoff, showing grid fins and engine exhaust flames 
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9. Key Issues in Order of Importance 
Considering all internal and external analyses, the following are SpaceX’s key strategic issues, ranked from 
most critical (1) to less critical (5):6 

Starship Development & Deployment Success: 

The ability to bring Starship (and Super Heavy booster) into full operation, safe, and reliable. This is important 
since Starship underpins SpaceX's future heavy-launch capability (for NASA's lunar missions, Mars plans, 
and high-volume Starlink satellite deployment). Failure or any significant delay here risks contracts and the 
long-term vision. 

Starlink Regulatory and Commercial Success: 

Ensuring the Starlink constellation realizes economic success: locating a fantastic subscriber base globally 
and breaking through the bureaucratic red tape. Starlink revenue is what sustains SpaceX financially, and 
obtaining global cover initially will lead to a pseudo-monopoly in satellite broadband. The issue involves 
management of the regulation of the spectrum, the congestions in the satellite, as well as services offered so 
that Starlink can comfortably sustain the business in a sure-footed manner. 

Competition and Maintenance of Market Leadership: 

The future competition from other launch providers (United Launch Alliance's Vulcan, Blue Origin's New 
Glenn, foreign competition) and other low-Earth orbit constellations (OneWeb, Amazon's Project Kuiper) 
poses a threat. SpaceX must continue to innovate to maintain its cost and cadence leadership. Remaining ahead 
in technology and size is a significant issue; if they fall behind, SpaceX's market share and pricing power will 
suffer. 

Regulatory and Political Risks: 

SpaceX occupies the intersection of aerospace and telecommunication, strictly regulated industries. Existing 
risks encompass export controls (affecting foreign launches), government restrictions (e.g. launch licenses, 
environmental reviews of new launch facilities like Boca Chica), and geopolitical factors (e.g. tensions that 
may limit overseas activities or contracts). Reducing such risks via compliance, lobbying, and diplomacy – is 
important to avoid interruption. In addition, maintaining good government relations (specifically with the U.S. 
government, NASA/DoD) is imperative, as the success of SpaceX is tied to political patronage and 
contracting. 

Organizational Scalability and Culture: 

Internally, SpaceX's hyper-intensive, high-growth culture raises the question of whether the company can scale 
sustainably. This means preventing burnout of staff, recruiting enough qualified staff to staff up several major 
projects simultaneously, and evolving management structures for a larger, more global company. It also means 
decreasing reliance on Elon Musk's personal leadership by empowering a broader leadership team. If SpaceX 
cannot scale its processes and human capital efficiently, execution in every other area will suffer. Ensuring 

 
6 (These key issues are ordered by their impact on SpaceX’s ability to achieve its strategic goals. Addressing them in this priority 
order will be essential for the company’s sustained success and progress toward its vision.) 
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that the structure and culture of the company are aligned with its strategic objectives is thus an important issue, 
albeit less urgent than the outward-facing ones listed above. 

10. Analysis of Key Issues (SpaceX) 
Table 25 Analysis of key issues 

1. Starship Development & Deployment 
 
Why is it so crucial and why must it be given urgent priority? 
 
• It is a pressing concern because Starship is key to SpaceX's future endeavours, including NASA 

contracts, Starlink satellite missions, and Mars missions. 
• Unless Starship is deployed successfully, SpaceX cannot scale launch capacity, reduce cost per kg 

by a large margin, or meet government and commercial obligations. 
Timeline urgency of contracted obligations (e.g., Artemis lunar lander) and internal objectives for 
Starlink Gen2 deployment makes this highly time-sensitive. 

• Not developing Starship would result in reputational damage, financial loss, and delay the Mars 
mission eroding investor and public trust. 

 
Why should it take precedence over others? 
 
• Starship is the basis for multiple SpaceX initiatives (Starlink, Moon/Mars missions, cost savings), 

so its failure would cascade into other programs. 
• It's the technological keystone to SpaceX's future strategy. Without Starship being able to do its 

job, SpaceX's dominance of the launch service industry could decline and give competitors some 
breathing room. 

 
Do the dangers outweigh the advantages to resolving this issue? 
 
No. The advantages overwhelm the dangers. 
If Starship works, SpaceX has unparalleled launch capability, makes itself a necessity to NASA and 
the other agencies, and cements its brand position as the leader of the pack in space. 
Avoiding this problem would lead to loss of contracts, delay in Starlink deployment, and strategic 
losses. 

 
      2. Starlink Commercial & Regulatory Success 

 
Why is it so critical and why does it need to be acted upon urgently? 
 
• Starlink is likely to be the main cash cow of SpaceX and finance Starship and Mars missions. 

Securing regulatory approval internationally, particularly in large and complex markets such as 
India and the EU, is vital to commercial scaling. 

• The window to dominate the satellite broadband market is limited with others such as Amazon 
Kuiper and OneWeb breathing down its neck. 

 
Why does it warrant the attention over other issues? 
 
• With no Starlink revenues, SpaceX can have capital constraints to finance long-term missions. 

It's a direct-to-consumer commodity public opinion, quality of service, and price all contribute to 
SpaceX's global reputation and bottom line. 
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     Are there more risks than rewards in solving this issue? 
 
No. The risk of doing nothing is greater inhibitive regulations and poor performance by Starlink would 
sap the momentum from future efforts. 
Achieving success in Starlink would ensure SpaceX financial stability, marketplace supremacy, and long-
term survivability. 
    3. Competition and Maintaining Marketplace Leadership 
    
     Why is it significant and why does it have to be given first priority? 
 

• Blue Origin, ULA, and Arianespace competitors are rapidly investing and upgrading their 
capabilities. 

• If SpaceX shuts down innovation, competitors could undercut pricing, win government contracts, 
or develop reusable technology to match SpaceX. 
 
Why does it deserve to be prioritized over others? 
 
 

• SpaceX's success and image are built on leading technologically. Trailing behind would ruin its 
image and erode its value proposition. 
 

• Market leadership ensures contract security, investor attention, and the best talent. 
 
Do there exist more risks than benefits in solving this problem? 
 
No. The return on keeping the lead in launch and satellite services is huge. 
This benefit is lost with loss of profitability and market share. 
    4. Navigation of Regulatory & Political 

 
Why is it so important and why should it take priority attention? 
 

• SpaceX operates in highly regulated sectors (telecom, aerospace) and has U.S. 
government contracts and waivers as dependencies. 

•  
Expansion of Starlink globally entails dozens of individualized licensing 
procedures with rejection or imposition of restrictions risks. 

•  
Regulatory tension may slow launches, prohibit service areas, or incur fines and 
bad publicity. 

 
Why should it take precedence over other matters? 
 
Without regulatory approval, even superior technology cannot reach markets. 
Political support is necessary to keep military and NASA contracts and to achieve international 
confidence. 
Are there greater risks than benefits in addressing this problem? 
 
No. The penalty for not regulating (launch bans, loss of market access) is much higher than the 
expense of compliance or lobbying. 
Proactive management of policy engagement and compliance will open up new markets and 
guarantee ongoing access. 
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Insights: Each of the key problems poses gigantic risk if not solved – from short-term financial and mission 
risk (Starship, Starlink) to more insidious losses of capability (talent and culture). Each solution, however, 
yields tremendous reward, usually enabling the next stage of SpaceX's growth. Of especial interest, the most 
urgent items (Starship and Starlink) also have the largest payoffs (they are the key to all the others). 
Meanwhile, the external-relations and organizational issues are all about maintaining SpaceX's freedom to 
continue innovating uninterruptedly. Strategically, SpaceX needs to tackle both forms: receive the technical 
milestones for short-term gains, and at the same time build the organizational muscle to be able to ride the 
path ahead. 

11. SAF Summary – Strategic Options Evaluation 
SpaceX has a range of strategic opportunities available as it charts its future, each with differing levels of 
Suitability (fit with the company's mission and outside world), Acceptability (sponsorship by stakeholders 
and risk/return), and Feasibility (practical capability to implement). Below is a SAF analysis grid for a list of 
proposed strategic initiatives, encompassing ambitious "futuristic" projects. 

Table 26 Hybrid Strategy7 

Strategic 
Proposal 

Suitability <br>(Does it 
align with SpaceX’s 
vision and external 
opportunities?) 

Acceptability <br>(Will 
key stakeholders accept the 
risks/costs? Is the return 
adequate?) 

Feasibility <br>(Can 
SpaceX realistically 
execute this with its 
resources & 
technology?) 

Mars Habitat & 
Colonization 
Program  

✓ – This directly supports 
SpaceX’s core vision of 
making life multi-
planetary. It builds on 
Starship’s intended 
capability and would 
position SpaceX as a 
leader in off-world 
colonization. It also takes 
advantage of emerging 
interest (NASA’s 
Moon/Mars plans) and 
could create a new space 
economy. 

✗ – This is a high-cost, 
high-risk endeavour with no 
short-term profit. 
Shareholders and possibly 
even government partners 
might be hesitant due to the 
long payback and 
speculative nature. It diverts 
huge resources. Public 
opinion might admire the 
boldness, but investors 
would worry about 
profitability. 

✗ – Currently not very 
feasible in the near term. 
While SpaceX excels in 
transportation, it lacks 
experience in habitat 
construction, life support, 
and sustaining humans 
long-term in space. 
Technology for a Mars 
base is in early stages. 
Huge capital and R&D 
would be required, 
potentially beyond 
SpaceX’s current means 
without massive funding 
or partnerships. 

Developing 
habitat modules 
and life-support 
systems for a 
self-sustaining 
city on Mars 

Advanced 
Starlink 
Infrastructure 
Expansion  

✓ – Expanding Starlink’s 
capabilities aligns with 
market demand for more 

✓ – Stakeholders largely 
Favor this. Investors see 
revenue growth and 

✓ – Highly 
feasible. SpaceX is 
already executing Gen2 

 
7 Key:	✓ = Favourable/Yes, ✗ = Unfavourable/No (for each SAF criterion) 
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Deploying next-
gen Starlink 
satellites (Gen2, 
laser interlinks, 
etc.) and Star 
shield for secure 
government 
communications 

bandwidth and 
government needs for 
secure comms. It fits 
SpaceX’s commercial 
strategy and complements 
its launch business.  

competitive moat in 
telecommunications. 
Government/military 
customers are receptive (Star 
shield can bring lucrative 
defence contracts).  

Starlink launches and has 
the manufacturing 
capacity. It has 
demonstrated tech like 
laser links. Financially, 
Starlink is funded by 
subscribers and investors.  

Point-to-Point 
Earth 
Transport via 
Starship  

✓ – Conceptually fits 
SpaceX’s mission of 
expanding space 
technology’s impact 
(makes rocketry useful for 
Earth transit). It exploits 
Starship’s capabilities and 
addresses a commercial 
travel niche. Could 
revolutionize long-haul 
travel if successful, 
aligning with a future 
where spaceflight is 
common. 

✗ – 
Extremely controversial in 
acceptability. Regulators 
and the public may have 
safety and noise concerns 
(rocket launches in or near 
cities). Airlines and other 
stakeholders might resist. 
The business case is 
unproven – ticket costs and 
demand uncertain. While 
some customers (very high-
end travellers, military rapid 
deployment) might love it, 
many stakeholders see it as 
too risky or impractical right 
now. 

✗ – Not immediately 
feasible. Beyond the 
technical ability of 
Starship to fly point-to-
point, infrastructure is 
lacking (spaceports near 
population centres, safety 
systems). Regulatory 
approval would be a huge 
hurdle. Also, economics 
(can Starship fly 
frequently and safely 
enough for commercial 
schedules?) are unknown. 
This would require 
several technological and 
logistical breakthroughs 
that are not guaranteed. 

Using Starship 
for ultra-fast 
global travel 
(e.g. New York to 
Shanghai in 1 
hour) 

Space Tourism 
& Lunar 
Missions  

✓ – Aligns with 
SpaceX’s goal to make 
space accessible. It 
utilizes Dragon and 
Starship for a growing 
space tourism market (e.g. 
Inspiration4 mission, dear 
Moon project). 
Externally, there’s interest 
among wealthy 
individuals and potential 
partnerships with agencies 
(for “astronaut-for-hire” 
missions). 

✓ – Mostly 
acceptable. Many 
stakeholders support it: 
customers (space tourists) 
are excited and willing to 
pay, NASA is open to 
public-private 
collaborations, and the 
public finds it inspirational 
(with some safety 
reservations). Investors see it 
as a new revenue stream 
(though small relative to 
Starlink). The main concern 
is risk: a catastrophic 
accident could hurt SpaceX’s 
reputation, so acceptance 
hinges on demonstrated 
safety. 

✓ – Feasible in the near 
term. SpaceX has already 
flown private citizens (on 
Crew Dragon) and is 
developing Starship for 
crewed flight. The 
technical capability to 
send people to orbit and 
around the Moon is at 
hand or imminent. While 
there is work to ensure 
safety and life support on 
Starship, these are being 
actively developed. The 
company’s existing 
infrastructure (training, 
ground support) can be 
extended to more tourist 
flights. Scaling this 
service is feasible as 
Starship comes online, 
though it will start slow. 

Expanding 
crewed missions 
for private 
tourists (orbital 
flights, Moon 
orbits/landings 
via Starship) 

 

Insights 



 

 54 

Both these options quite obviously emerge as extremely reasonable from the above SAF analysis: they are 
suitable for SpaceX goals, palatable to stakeholders with manageable risk, and achievable against available 
capabilities (Starlink already in progress; space tourism successfully proven on a small scale). Point-to-Point 
travel and Mars Habitat, while long-term vision (and in line with longer-term goals), are low on 
acceptability and feasibility at this time  they may have to be put on hold or only be pursued in concert with 
other entities until conditions allow. Overall, the SAF review suggests SpaceX focus on strategies that 
leverage its existing strengths (rockets and satellites) and near-term possibilities, while building up the 
extremely bold "moonshot" efforts in more pioneering or longer-range R&D form.  

 
Figure 20 SpaceX Falcon 9 CRS-20 Mission rocket during ascent, showing the plume of exhaust gases illuminated by engine combustion at high 
altitude during the boost phase of launch 

 

12. Future Recommendations for SpaceX 
Based on the detailed examination of the external and internal environment of SpaceX, the following future 
recommendations are made for the company to solidify its competitive advantage and ensure long-term growth 
globally. 

After alternatives analysis, SpaceX should adopt two simultaneous strategies complementing each other to 
address the key issues: (1) a partnership strategy with an emphasis on Europe to access the market and 
legitimacy, and (2) a strategy of ongoing innovation and differentiation to maintain long-term leadership. 
These suggestions are evaluated for Suitability (do they address the problems and fit the environment?), 
Acceptability (are they acceptable to stakeholders and cost-effective?), and Feasibility (can SpaceX implement 
them with its capabilities?). 

Description: SpaceX would have to create a stand-alone European subsidiary (SpaceX Europe or Starlink 
Europe) and create local partnerships or joint ventures with native operators. The subsidiary would oversee 
local regulatory compliance, dealing with EU authorities, and possibly contain minority equity participation 
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by European investors or partners. Concurrently, SpaceX will need to partner with European companies in 
synergistic areas – for example, partnering with a leading European telecom operator (e.g., Deutsche Telekom 
or Orange) to deploy Starlink services, and partnering with aerospace industry stakeholders (Airbus Defense 
& Space, Thales Alenia) on certain initiatives (e.g., European ground stations or payload integration for 
launch). These collaborations would give SpaceX a "local face" in Europe. For instance, working with Airbus 
on rideshare launch missions or Starlink satellite production could be a win-win: Airbus gains business, and 
SpaceX gains political brownie points. 

 

Recommendations for SpaceX 

Accelerate Starship Development & Operational Readiness 
• Prioritize continuous testing, safety validation, and regulatory approvals for Starship. 
• Expand Starship’s capability beyond cargo to include safe and frequent human spaceflight. 
• Develop contingency plans to manage any technical or regulatory delays. 
• Align Starship’s success directly with Starlink deployment plans and NASA commitments. 

Expand Starlink’s Global Footprint & Monetization 
• Speed up global licensing efforts and local partnerships for Starlink market entry. 
• Customize Starlink pricing strategies based on region-specific affordability (e.g., Asia & Africa). 
• Develop enterprise solutions like Starlink Business and Star shield for governments and defence. 
• Explore strategic partnerships with telecom companies for bundled services in Europe & Asia. 
• Address space debris management and public concerns to maintain positive brand image. 

Adopt Transnational Strategy for Global Expansion 
• Maintain centralized R&D for core technology innovation. 
• Establish regional operational hubs in Europe, Asia-Pacific, and Africa to handle regulatory, 

marketing, and customer engagement needs. 
• Build localized teams to navigate regional complexities and foster government relations. 

Strengthen Stakeholder Engagement & Regulatory Management 
• Establish a dedicated global government affairs team to engage with policymakers early. 
• Proactively shape regulatory dialogues on space debris, frequency spectrum, and reusable launch 

technology. 
• Participate in global industry alliances to shape future commercial space policies. 

Foster Organizational Scalability & Talent Retention 
• Introduce work-life balance initiatives to reduce burnout without compromising SpaceX’s fast-

paced culture. 
• Create leadership development programs to reduce dependency on Elon Musk. 
• Enhance diversity and inclusion in recruitment to attract global talent. 
• Implement stock-based incentives globally to retain key engineers and innovators. 
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Explore Emerging Market Opportunities 
• Africa: Position Starlink as a key solution for digital inclusion and rural development. 
• Asia-Pacific: Focus on high-growth developing markets like India, Indonesia, and Vietnam. 
• Europe: Continue collaboration with government agencies for satellite launches despite 

competition from local players. 
• Invest in developing equatorial launch sites in Africa or Asia for operational advantages in the 

long term. 
 

 

 
Figure 21 SpaceX Falcon 9 first-stage booster successfully landed on the autonomous spaceport drone ship (ASDS) "Of Course I Still Love You" 
in the Atlantic Ocean, following orbital launch. The booster utilizes landing legs and grid fins for controlled descent an. 

13. Conclusion of SpaceX Strategic Analysis Report 
In Summary, utilization of strategic analysis tools has provided the most important challenges and 
opportunities for SpaceX on both the short- and long-term horizons. Prioritisation matrix has set three major 
strategic imperatives: successful development and operationalisation of Starship, international expansion and 
regulatory positioning of Starlink, and technological leadership against mounting industry competition. 

By translating these strategic issues into pragmatic recommendations, SpaceX is well-placed to transform 
existing threats into opportunities, and to take advantage of its inherent strengths. Ongoing development and 
deployment of Starship is essential both to reduce the cost of access to space, but also to win important 
contracts with government bodies, most notably NASA, in order to drive the company's ultimate goal of 
enabling multi-planetary life. Given its high strategic importance and urgency, this initiative should be 
prioritised accordingly. A second most critical suggestion is the accelerated worldwide deployment of Starlink, 
particularly in developing economies in Asia and Africa. This deployment, supported by local alliances and 
region-specific pricing structures, is bound to generate a stable revenue stream to fund SpaceX's long-term 
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goals, including Mars colonisation. Concurrently, active interaction with regulatory bodies and the creation of 
governmental alliances are critical to ensuring operational continuity and compliance across borders. 

The proposals set forth address both the international and corporate strategic dimensions of SpaceX. A 
transnational strategy will be able to facilitate global scale while sustaining technological superiority. 
Furthermore, strategic investments in regional bases, joint ventures, and employee retention schemes will 
maximize the firm's organisational resilience and operational scalability. 

Lastly, the proposed strategies are meant to propel SpaceX's long-term aspirations in interplanetary 
exploration, while at the same time enhancing its leadership in the international aerospace and satellite internet 
markets. The proposals are meant to achieve sound financial performance, improve competitive advantage, 
and enhance the firm's capacity to cope with industry-level and firm-level complexities in a dynamic global 
environment. 

 
Figure 22 SpaceX Starship SN5 prototype conducting a 150-meter hop test at the SpaceX Boca Chica launch facility, utilizing a single Raptor 
engine powered by liquid methane (CH4) and liquid oxygen (LOX) 
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