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Abstract 

The United States Space Force (USSF) is a relatively new military Service compared to 

the other Services that are several decades, or even centuries, older. The USSF is 

invigorated by the ever-growing space profession, and workforce retention is currently 

strong; however, competition from the private sector is increasing and may challenge the 

USSF's ability to retain its workforce in the future. Over 70% of the USSF members, 

known as “guardians,” are Millennials, born between 1980 and 2000. Previous 

occupational research on Millennial retention found that misalignment of workplace 

values was a key reason Millennials left after their initial commitment. If Millennial 

guardians share similar predilections as their generation, the USSF could face a future 

retention problem. This study surveyed 30 former guardians, asking them to rank their 

personal values, identify which USSF core values they experienced most often, and 

indicate why they left the USSF. Based on the Person-Organization Fit model, guardians 

whose values aligned with the Space Force values at the time should have remained in 

the organization longer. That was not the case. Those who served more than 10 years in 

the military rated the USSF core values lower than those who served fewer years. The top 

two reasons the guardians reported leaving the USSF were: 1) leadership and 2) job 

satisfaction. Though the sample size studied was small, only 30, not statistically relevant 

to generalize across the entire USSF, the USSF could use this study’s methodology and 

findings to develop policy for USSF retention programs.  

Keywords: organizational culture, Space Force, leadership, values, retention, 

Millennials 
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CHAPTER ONE: INTRODUCTION 

 The United States Space Force (USSF) was established in 2019 and has had 

robust recruiting and retention. However, the six-year-old service is competing with a 

burgeoning space industry and is mostly comprised of Millennials. In 2023, over 70% of 

the USSF guardians were Millennials, born between 1980 and 2000 (Stahlman, 2024; 

Bolton, 2018). Previous occupational research on Millennial retention indicated that 

misalignment of workplace values was a key reason Millennials left after their initial 

commitment. If Millennial guardians share the same predilections as their generation, the 

USSF could face a future retention problem.  

This study used the Person-Organization Fit Model (Chatman, 1989), which 

posits that when a person’s values align with the organization’s values, they are more 

likely to remain in a job longer. The study surveyed former guardians, asking them to 

rank-order their personal work values and rate their experiences with the Space Force's 

core values. It also asked them to indicate why they left the Space Force. This data was 

analyzed to assess alignment and whether those with better alignment stayed longer in the 

Space Force. The guardians’ reasons for leaving the service were compared with existing 

work-value data to develop recommendations for the USSF leadership to use to improve 

job satisfaction and retention. 

Statement of the Problem  

The Space Force may have a future retention problem. This might come as a 

surprise because in the past six years (since the Space Force was established), overall 

retention has been high and consistent with projected rates. In 2023, the retention rate for 

guardian officers was 94% and 92% for guardian enlisted personnel (Space Force 
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Retention Initiatives S1P, 2023), and as of January 31, 2024, there was an even higher 

retention rate, 97% for guardian officers and 98% for guardian enlisted (Space Force 

Retention Initiatives, S1P, 2024; Eans, B. 2025). However, the literature review 

uncovered additional factors that could affect future retention rates, such as gender, 

marital status, and having children. Certain workforce categories could face future 

retention disruptions due to the age cohort, specifically Millennials, of whom the majority 

of Space Force Guardians are.  

In addition, competition for skilled and trained space workers is high (Space 

Foundation, 2025). Thus, there could be a problem in the future recruiting highly skilled 

personnel for the Space Force. Space professionals are in high demand, and the search for 

skilled talent is growing rapidly (SpaceNews.com, 2025). There is intense, growing 

competition in a limited pool of STEM candidates (Space Foundation, 2025). In fact, 

74% of space companies are hiring, and over the last decade, hiring in the space industry 

has increased by 27%, compared to 14% overall (govtech.com, 2025). The race for talent 

is underway, so even a single demographic category not retained could impact the Space 

Force.  

A specific demographic that may warrant further investigation was young female 

captains. There were oddities within the 2023 retention that warranted further 

explanation. Female captains, who were junior officers with 4-10 years of service, had a 

much lower retention rate of 88.35% compared to their male counterparts at 94.6% 

(Space Force Retention Initiatives S1P, 2023). However, in 2024, the female retention 

rate rose to 96%, comparable to the male captain retention rate of 97% (Space Force 

Retention Initiatives, S1P, 2024). Retention numbers for female officers had traditionally 
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lagged behind those of their male counterparts across all services and career fields (Koh, 

T., 2018). Even in 2023, the USSF's retention rate was deemed sufficient and remained 

positive. That meant female junior officers left the workforce at a faster rate than other 

segments, even though the overall retention rate remained high.  

Nevertheless, even those departures may have impacted the Space Force. The 

Space Force intended to solicit the brightest minds in aerospace, engineering, and 

technology (SpaceForce.com, 2026), so unexpected attrition in one sector of the 

workforce could marginalize that goal. Their reasons for leaving would be valuable to 

know. Whether the 2023 rates for females were a one-time data point departure from a 

steady retention rate, or a sign of upcoming attrition as female guardians leave for family 

or better employment opportunities. Whether those departures impacted the Space Force's 

long-term objectives is unknown.  

Females provide a unique impact on the mission for joint forces. Females allow 

an additional channel for intelligence gathering and community engagement, 

participating in settings where males are restricted from entering (Scott, J., 2022). The 

female Cultural Support Teams in Afghanistan were examples of enhancing mission 

success by communicating with Afghan women and children, thereby enabling special 

operations teams to clear locations more quickly while protecting innocents (Scott, J., 

2022). Females are also perceived as less threatening, which helps with community 

peacekeeping (United Nations Peacekeeping, 2026). Females can reduce “groupthink” by 

bringing diverse perspectives from their experiences and viewpoints, thereby enabling 

innovation and creative problem-solving (NextSource, 2024). As modern technology is 

integrated into the military, the U.S. military relies on operators who are technically 
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savvy with computers, drones, and a range of intelligence-gathering capabilities 

(McInnis, 2024). These new capabilities require technical acumen over physical ability 

(McInnis, 2024). Broadening recruitment to the entire population, instead of just half, is 

essential for the military to maximize its strength and secure the specialized talent 

required for modern operations. Finally, as a military service, the Space Force relies on 

external legitimacy from the nation it serves. Having a military that reflects the society it 

defends bolsters its legitimacy domestically and internationally (Vergun, D. 2023).  In 

addition to the gender subcategory, the age cohort is a key aspect, so it is important to 

understand the values and long-term objectives of the Millennial generation.  

Most guardians are Millennials (Stahlman, 2024). The literature review 

corroborated that Millennials, born between 1980 and 2000 (Bolton, 2018), left jobs more 

quickly than previous generations (CareerBuilder.com, 2024). If the USSF guardians 

shared similar predilections with their generation, the USSF would need to mitigate a 

future rapid decline in retention. It was predicted that, like many professionals in their 

generation (Bolton, 2018), Millennial guardians would leave the Space Force after their 

initial 4-6-year commitment, thereby affecting the Space Force’s workforce projections. 

Of note, Millennials in other professions left their jobs after only two years and nine 

months (CareerBuilder.com, 2024), compared with Generation X at five years and two 

months and Baby Boomers at eight years and three months (CareerBuilder.com, 2024). 

Even after adjusting for differences in how other studies categorize Millennials, 

Generation X, and Baby Boomers, there was a significant difference in staying power 

among the generations. As with other military services, retention is critical because 

promotion occurs primarily within the organization (MilitaryOneSource.mil, 2024). 
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There are many ways to improve organizational retention; however, the most important 

one may be keeping the workforce satisfied, as seen in the Person-Organization Fit 

Model (Chatman, 1989).  

The Person-Organization Fit Model (Chatman, 1989) posited that when a person’s 

personal and organizational values aligned, they would be more satisfied in their job and 

therefore stay longer (Chatman, 1989). The present study sought to assess individual 

workplace values, identify how guardians experienced the USSF core values, and 

determine whether there was alignment among them. The study surveyed former 

guardians to determine why they left the USSF and whether commonalities existed across 

demographic categories or age cohorts.  

An additional and significant environmental factor on the importance of retention 

is the competitive nature of the space industry. From 2019 to 2024, employment in the 

space sector grew by 27%, compared with the overall private sector, which grew by only 

14.3% (Space Foundation, 2025). The USSF competed with many other organizations 

and industries for workers skilled in data analysis, machine learning, and artificial 

intelligence to operate and protect U.S. national security (Space Foundation, 2025). The 

USSF was destined to compete with industry and could offer more benefits. The Space 

Force offers material benefits, such as pay, vacation, and healthcare, as well as 

psychological rewards, including continual learning, innovation challenges, job security, 

and a level of freedom not always present in the private sector. Understanding the reasons 

Space Force guardians left the Space Force was a key data point in this study.   

This study explored why guardians left the service or chose not to stay longer 

after their initial commitment ended. Even if overall retention is not a problem, it is 



CULTURE EFFECTS ON SPACE FORCE GUARDIAN RETENTION   6 

 

 

 

important to understand guardians’ personal values, how guardians from different 

demographic categories may experience the Space Force’s core values, and how these 

may affect retention. The findings may be helpful for retention, not just within the Space 

Force but also for the civilian workforce. 

Studies showed that transformational (a mentor/mentee partnership) (Burns, 

1978) and servant leadership (caring for people so they can take care of the mission) 

styles were effective in building an organizational culture among Millennials. Though 

this study focused on retention, leadership style and job satisfaction may also affect 

retention.  

The Space Force has an opportunity to understand why space guardians leave the 

organization, enabling it to develop policies to improve retention and reduce the cost of 

retraining replacements for exiting guardians. Originally, the study was intended to 

examine subcategories such as gender, marital status, and family size to determine 

whether there were outliers and significant differences; however, the study's small sample 

size did not permit analysis of that data. 

Purpose of the Study 

This cross-sectional study sought to understand why Millennial guardians left the 

United States Space Force and how organizational culture may have affected that exit.   

Research Questions 

The following research questions guided my study:  

1. What workplace values do former guardians find most important? 

 2. Does a relationship exist between the personal workplace values of former 

guardians and the USSF values? 
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 3. What organizational values does the Space Force need to adopt or change to 

create a culture to improve the retention of guardians? 

Research Hypothesis: Former Space Force guardians’ values align with the 

USSF’s organizational values. 

Null Hypothesis: There is no relationship between former Space Force guardians’ 

values and USSF organizational values.  

Aim of the Study 

This study was developed to understand guardians’ reasons for leaving the Space 

Force and to provide the Space Force with tools to mitigate attrition. The Person-

Organization Fit Model stated that when a person’s personal workforce values aligned 

with the organization's values, a probable outcome was increased tenure (Chatman, 

1989). This research explored former Space Force guardians’ personal workplace values 

and their experienced Space Force core values to determine whether there was a 

relationship between the two and whether those who aligned with the core values stayed 

in the Space Force longer. Further, the study asked the guardians why they left the Space 

Force. Organizations that understand their workforce can mitigate attrition in the short 

term through updated retention policies and, in the longer term, identify future employees 

whose personal values align with USSF's core values. This study identified which 

personal values were most important to guardians and which Space Force core values 

they experienced. It also provided data on why guardians left the USSF and offered 

recommendations based on the study's findings for retaining a Millennial workforce.  

Definition of Relevant Terms 

The following terms were used operationally within this study.   
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Guardians – “All Space Force personnel, whether civilian or military, are called 

'Guardians.' As of FY23, the Space Force has more than 14,000 military and civilian 

Guardians” (SpaceForce.mil, 2024, p.1). Approximately 9,000 were active duty in 2024, 

9,500 in 2025, and 10,000 in 2026 (SpaceForce.mil, 2024; DefenseOne, Jan 23, 2026) 

Millennials: Individuals born between 1980 and 2000 (Millennial Impact, 2015; 

Price-Waterhouse Coopers, 2011). 

Organizational Climate: “The shared perceptions of and the meaning attached to 

the policies, practices, and procedures employees experience and the behaviors they 

observe getting rewarded and that are supported and expected (Ostroff et al., 2003; 

Schneider & Reichers, 1983; Schneider et al., 2011)” (Schneider et al., 2013, p. 362). 

Organizational Culture: “Employee-inferred values, beliefs, and assumptions of a 

particular setting communicated to new employees via stories, myths, and socialization 

experiences (Alderfer, 1969; Bolman & Deal, 2013; Cameron & Quinn, 2006; Connors & 

Smith, 2012; Quinn & Rohrbaugh, 1983; Schneider, 1987)” (Bolton, 2018, p.10). 

Values: Enduring systems of beliefs and behaviors that guide a person in making 

decisions and acting. They reside in an individual and are not the property of any one 

group or institution (Anwar, 2013).  

Core Values: “…are the principles and criteria influencing individual and group 

behaviors. They are the most defining characteristics of an institution,” (Williams, 2002, 

p. 1).  “Collective beliefs about what entire enterprise stands for, takes pride in, and holds 

of intrinsic worth (Fitzgerald & Desjardins, 2004, p. 124),” (Barchiesi, 2021, p. 715).  

Domain: “Domains are useful constructs to aid in 'visualizing and characterizing 

the physical environment in which operations are conducted (the operational area)” (Air 
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University, 2013, p. 2). For space, the domain is defined as above Earth, 100 km, and 

beyond (SpaceForce.mil, 2021). 

Space Force core values: “The Guardian Commitment will be a key feature to 

advance the new Guardian culture and express our values. It is a personalized and action-

oriented expression of four values expected of every Guardian: character, connection, 

commitment, and courage” (The Guardian Ideal, 2021, p.3).  

Methodology Overview 

This was a cross-sectional, quantitative study exploring whether the guardians' 

personal value preferences aligned with the organization's culture and values. The study 

also solicited data on reasons guardians chose to exit the USSF. The study used a 

modified version of the Lyons Work Value Survey (Lyons, 2003; Lyons et al., 2010) to 

assess the importance of different workplace values to former guardians, and a new 

survey tool I created for this study to assess guardians' experiences with the USSF core 

values. Further, the survey respondents were asked about their backgrounds to identify 

commonalities in demographic characteristics. Seven survey items were structured or 

closed-ended Likert-scale questions (Babbie, 2017), and one was open-ended, allowing 

respondents to explain in their own words why they left the Space Force. The researcher 

used snowball sampling to recruit former guardians via social media (Facebook and 

LinkedIn) and through associations, such as the Space Force Association and other 

membership organizations.  

The first question in the survey was, “Are you a current active-duty member of the 

United States Space Force?” to eliminate anyone still serving on active duty. The second 

question was, “Are you a former United States Space Force guardian?” The study only 
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surveyed former guardians. The third question was, “Why did you leave the United States 

Space Force?” The remaining questions were drawn from the Lyons Work Value Survey 

(Lyons, 2003; Lyons et al., 2010) and from the new survey tool I designed to assess 

USSF core value experience. The results were analyzed using descriptive and inferential 

statistics to determine whether a relationship existed. However, because the sample size 

was so small (n = 30), the researcher did not perform statistical analyses of the 

demographic categories. To assess whether there was a statistical relationship between 

preferred workplace values and experienced core values, an exploratory bivariate analysis 

was performed.  

Delimitations, Limitations, and Personal Biases 

The study's delimitations prevented the researcher from claiming that the findings 

were valid for all guardians who left the Space Force, as the researcher used a snowball 

sample. The researcher focused on Millennials born between 1980 and 2000 (Bolton, 

2018), limiting the sample to n = 30, which was too small to statistically assess the 

results. The survey was available online for only a 10-day window in the Spring of 2025, 

which could have limited the number of former guardians who responded. This was a 

cross-sectional study, not a longitudinal one; therefore, there was no follow-up. 

The limitations were inherent to the cross-sectional design. The Lyon’s Work 

Value Survey was validated and found to be reliable (Bolton, 2018; Papavasileiou & 

Lyons, 2014). However, the Space Force core value survey was created specifically for 

this study to explore retention factors. It included only one question per core value, so it 

was neither validated nor reliability tested. The closed-ended survey did not allow broad 

input except for the last question, which asked, "What is the main reason you chose to 
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leave the Space Force?” Though this was a write-in answer, this research did not allow 

for deep probing of their responses because respondents were surveyed rather than 

interviewed. In addition, limitations arose in analyzing the correlation or association 

between personal and organizational values.  

My personal bias is that I want the Space Force to achieve their mission 

statement, “secure our Nation’s interests in, from, and to space” (USSF, 2023, p.1), using 

its skilled and talented workforce in a way that makes the United States leaders in space 

and makes the guardians feel valued. I enjoyed 24 years in the Air Force as a space 

operator, a predecessor of the guardians. While in the Air Force, I taught the Air Force 

captain’s leadership school, where we inculcated core values and reemphasized culture; I 

found teaching values and demonstrating culture integral to teaching Air Force 

leadership. Both impacted how Airmen identified with one another and guided decision-

making. I wanted to discover why some guardians are leaving the USSF and whether 

there is an incongruence between their personal and organizational values. This study was 

the first step in gathering data on culture and values and in creating survey tools to 

understand Space Force retention.  

Reflections of the Scholar-Practitioner 

A unique section of the Creighton dissertation in practice (DIP) was sharing the 

personal and professional growth gained throughout the program. The coursework and 

research were a growing experience for me in the social sciences. My background was in 

math and physics, and I work as an engineer on U.S. government satellite programs. I 

found learning the language of social science and explanatory methodology to be a 
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missing component in my education, and extremely helpful. Learning to ask open-ended 

questions and conduct quantitative social surveys was a new area to explore.  

Professionally, this research is directly applicable to my career because I wrote, 

edited, and considered ethics in the products I created. This DIP made me a better 

researcher and writer. I became a more critical thinker. My journey to study Space Force 

culture and retention started twenty years ago when I was an instructor at an Air Force 

leadership school, where I taught young airmen the Air Force core values. I found that 

values and community were the key to creating a cultural identity and establishing 

common behavior and expectations in the Air Force. I was initially put off because I 

thought it was unnecessary to teach someone core values, but I soon learned that not 

everyone shared the same experiences or values. In the military, behaviors and 

expectations are needed for good order and discipline. This paper examines the 

importance of Space Force leaders' understanding of the guardians' values for improving 

workforce retention. This study brought me full circle in applying lessons learned 

through researching military values and culture. 

Summary 

The majority of the USSF workforce are Millennials. Research in other 

professions showed that Millennials typically change jobs after their initial commitment. 

If this lack of long-term commitment were evident in the Space Force, it might not 

achieve the high retention rates it had been accustomed to in previous generations' 

military services. One reason for this lack of commitment among Millennials was 

identified as a lack of Person-Organization fit (Chatman, 1989): the organization's values 

did not align with the Millennials' workplace values (Bolton, 2018). Although the USSF's 
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novelty has enabled it to meet its retention goals to date, the Millennial generation's 

identity may become more assertive, prompting the USSF to consider the workforce's 

evolving values in more quantitative terms. This study surveyed former guardians to 

determine their personal values and experiences with the Space Force's core values. The 

survey also asked why the guardians left the Space Force. This data was compiled to 

assess alignment and identify how Space Force leaders could improve leadership and job 

satisfaction, which, according to former guardians, would lead to better workforce 

conditions, based on their survey responses. The research regarding Space Force retention 

and Millennials' characteristics is further described in the Literature Review.  
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CHAPTER TWO: LITERATURE REVIEW 

This literature review is organized thematically and describes what was known 

about the effect of organizational culture on guardians' retention. It described the USSF 

retention data, millennials’ preferences and expectations, military culture and background 

regarding core values, the Person-Organization Fit theoretical model, and survey tools. 

The literature review examined studies from other professions and organizations outside 

the military to offer suggestions for building a retention culture in the USSF. This 

literature review provided a foundation for understanding why Space Force members, 

primarily Millennials, have left the Service. It presents a case (Machi, 2016) for why the 

Space Force would benefit from understanding Millennial-specific guardians’ value 

preferences to foster retention across all demographics.  
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Demographics of the Space Force as of 2023 

Figure 1 

Demographics Table from the Space Force, November 2023 

  

(Stahlman, 2024, p.1.) 

Note. Millennials are those born 1980-2000 = 23-43 years old in 2023 
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 Given that Millennials were born between 1980 and 2000 and the survey data 

were collected in 2023 (see Figure 1), I defined the Millennial population as those aged 

23-43 for this study. That is, I added 2131 + 1882 + 1642 + 939 = 6594 as the total 

population of Millennials in the Space Force in 2023. That is a conservative estimate 

because I did not use two years from the 20–24-year-old category (23 and 24, though 

they are Millennials), but I did use one extra year in the 40-44-year-old category (44, 

though they are not Millennials). The percentage is 74%, calculated using the total as the 

denominator and the number of Millennials as the numerator (6594/8938 = 74%). I will 

conservatively estimate that over 70% of the Space Force are Millennials. 

Air Force and Space Force Retention Data 

Military retention rates are important because they must be used to predict future 

labor force needs for military operations and homeland security (DEFENSE 

MANPOWER PROFILE REPORT Fiscal Year 2024, May 2023). The projections need to 

be accurate, so the military has enough time to adjust recruiting and retention policies to 

maintain a technically trained workforce that protects the nation. If the USSF workforce 

experienced lower retention rates than predicted based on previous generations of 

military personnel, they would need to adjust or increase recruitment efforts to 

compensate for the loss of personnel. Workforce predictions, or in military parlance, 

workforce projections, are critical and complex. The following section will provide 

specific data on what is currently known about this problem. 

From 2017-2022 (before the USSF published separate retention numbers), the Air 

Force's retention rate consistently hovered around 90%. In 2022, it was 93.1% for officers 

and 89.4% for enlisted personnel (Air Force Times, 2022). In Fiscal Year 2023 (FY23), 
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the USSF reported a 94% retention rate for guardian officers and 92% for guardian 

enlisted personnel (Space Force Retention Initiatives S1P, 2023). However, the data 

showed retention rates of 88.35% for female captains, compared to 94.6% for male 

counterparts (Space Force Retention Initiatives S1P, 2023). Further, that number sharply 

declined from the female captains' 98.64% retention rate the year prior. (Space Force 

Retention Initiatives S1P, 2023). These numbers warranted investigation. So, although 

much was already known about the retention data, a valuable piece of information was 

missing. Why did the retention rate drop? Did the USSF understand their workforce, the 

guardians’ workplace preferences, and preferred culture? Why was there an increase in 

the number of female captains leaving the USSF? Unfortunately, due to the small sample 

size, this study could not statistically assess the reasons for their departure. However, the 

literature review does provide reasons from other military services why females leave 

more often than their male counterparts.  

Although the survey did not ask for respondents' ranks, the ranks could be 

inferred. Because the average age of captains is typically 28-35, the females who showed 

the most attrition in FY23 were most likely born between 1988 and 1995, firmly in the 

Millennial generation, and most likely were captains. This study explored both males and 

females without parsing them, given the small sample size. In addition, there may have 

been other contributing factors, such as whether they were married or had children, as 

well as other considerations worthy of further exploration to determine how they impact 

future retention.  

The pressing situation was that most guardians were Millennials who may share 

their generation's ideology. Despite budgeted bonuses and special programs, some sectors 
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within the USSF were still experiencing retention problems. In addition to specific 

female junior officer demographics showing retention discrepancies, there may have been 

a broader concern about Millennial generational ideology. 

According to the Department of the Air Force (including Space Force) 

demographics data, the average age of the officer force was 35, and the average age of 

enlisted personnel was 29 (Department of the Air Force Demographics Report, 2021). 

Although this data is dated, the ages do not change significantly from year to year. That 

placed most USSF members, including the female captains, squarely in the millennial 

category. Millennials were expected to stay in their first job for an average of 2 years and 

nine months (CareerBuilder.com, 2024). Compare that retention to Generation X at five 

years and two months and Baby Boomers, who remained in a job for eight years and 

three months (CareerBuilder.com, 2024). Even after adjusting for differences in how 

other studies categorize Millennials (1980-2000), Generation X (1965-1979), and Baby 

Boomers (1946-1964), there was a significant difference in staying power among the 

generations.  

This meant the USSF had a new generation of accessions, Millennials, who may 

not be inclined to remain in the military past their initial commitment. The guardian’s 

initial commitment is typically 4-10 years, based on their accession method 

(SpaceForce.mil, 2024). It was likely that the Millennial guardians, like their peers in 

other professions, would leave as soon as their initial commitment was met (Bolton, 

2018). The research questions and survey methods for this study mirror those of a 2018 

study by Charlene Bolton on Millennial Physician Assistants (Bolton, 2018). 
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The Air Force has been reporting space professionals’ retention data since 2019, 

the year the Space Force was established. In 2023, the USSF had 13,466 members, 

consisting of civilian (4,866) and military (8,600) guardians. It was expected to have 

14,455 guardians, comprising 5,065 civilians and 9,400 military personnel, in FY24 

(Defense Manpower Profile Report for Fiscal Year 2024, May 2023). In 2024, there were 

approximately 9,000 active-duty guardians, and the number was expected to grow by 500 

each year, reaching 9,500 in 2025 and 10,000 in 2026. The total force for the Space Force 

was expected to be 14,000 in 2024, 14,500 in 2025, and 15,000 in 2026, comprising 

5,000 civilians and an increase of 500 active-duty guardians each year (DefenseOne, 

2026). In 2024, with a 92% overall retention rate among an active-duty force of 14,500, 

1,160 of those guardians left the Space Force.  

Although this study did not assess civilian guardians, they are leaving the Space 

Force in record numbers. Approximately 14% of the civilian Space Force (or 780 people) 

departed in 2025, taking advantage of voluntary resignation or early retirement offers 

from the government (DefenseOne, 2025). These cuts were made by the Department of 

Defense and were expected to result in 8-10% of civilians leaving; however, the Space 

Force had an outsized impact, with 14% of its civilian workforce leaving the service 

(Decker, A, May 21, 2025). This impacts the guardians who remain in positions without 

experienced civilians who typically provide the organization’s corporate knowledge and 

processes while the guardians learn their jobs.  

The addition of Space Force billets (or positions) from the Guard and Reserve 

was slower than the Space Force expected due to intense political pressure from 
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Governors, legal hurdles, and the need to establish a single-component Space Force 

personnel system (SpaceNews.com, 2025). Following years of delay, the 2025 National 

Defense Authorization Act (NDAA) granted the billets (or positions) to the Space Force.  

The USSF began reporting its retention numbers separately from the Air Force in 

Fiscal Year 2022. By comparison, the 2022 Air Force numbers showed officer retention at 

93.1% and enlisted retention at 89.4% (Air Force Times, 2022). That meant nine of ten 

Air Force members chose to remain in the service, which looked reasonable. Further, in 

one of its first years, the USSF reported its retention data for Fiscal Year 2022 (FY22) 

through Fiscal Year 2023 (FY23). The retention numbers for the Space Force were even 

higher, 94% retention for guardian officers (of 4314 officers, 4055 stayed in the Space 

Force) and 92% for guardian enlisted (of 4286 enlisted guardians, 3969 stayed in the 

Space Force) (Space Force Retention Initiatives S1P, 2023). Finally, in February 2024, at 

the National Character and Leadership Symposium, USSF Chief Bentivegna adamantly 

stated that the Space Force does not have a retention problem (Chief Bentivegna, NCLS, 

Feb 2024). So, what was the relationship between retention and values?  That was the 

focus of this study.   

The reality was that USSF retention was good overall, but there was room for 

improvement. Looking more closely at the data, some irregularities emerged. For FY23, 

the grade of captain, a rank typical of a guardian with four to twelve years of experience 

(SpaceForce.mil, 2024), showed that female captains had an 88.35% retention rate, 

compared to 94.26% for males (Space Force Retention Initiatives S1P, 2023). The sharp 

decline in the female retention rate from 98.64% the previous year highlighted the 

importance of understanding guardians' values. Some studies indicated that retention 
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among military personnel varied by gender, marital status, and number of children (NPR, 

2020; Keller et al., 2018; Vergun, 2023). The data in this study did not show a significant 

difference in decisions to leave the Space Force based on gender, marital status, or 

whether the guardian had children; however, the sample size was only 30. See Appendix 

B for more information. 

This study focused on the largest part of the workforce, Millennials, born between 

1980 and 2000. This meant the workforce was aged 26-46, typically in O-1 to O-5 ranks 

(i.e., first lieutenants to lieutenant colonels) or in enlisted ranks E-3 to E-7.  

The Department of the Air Force (including the Space Force) retention survey 

results (Space Force Retention Initiatives S1P, 2023) showed that the top three reasons 

guardians left the USSF were: compensation, job/assignment, and location (see Appendix 

I for Department of the Air Force Retention Survey results). In the survey results, 

leadership was ranked 4th among 10 reasons males chose to leave and 6th among 10 

reasons females decided to leave the service. In addition, job satisfaction was listed as 5 

of 10 for males and 3 of 10 for females. The study will not address all the reasons 

guardians left the Space Force, but it did examine the leadership and job satisfaction 

elements identified in the retention survey.  

The USSF attempted to correct those top reasons with the following 

improvements:  

 Continued to develop the USSF retention program by reviewing survey 

questions to better understand connections with policies, programs, and 

guardian needs. 
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 Caregiver separation provision - Allowed military-to-military Space Force 

couples to apply for voluntary separation or decide to stay in the military after 

the birth or adoption of a child.  

 Masked (not showing) pregnancy in medical records for Space Force 

personnel to maintain information privacy and allowed women the space to 

make family and career decisions (members must notify commanders no later 

than 20 weeks into pregnancy). 

 USSF utilized monetary and non-monetary incentives to inspire guardians to 

continue serving (e.g., selective reenlistment bonus opportunities in critical 

areas, minimum service obligation to transfer to USSF, curtailed early-out 

program opportunities during the initial build to Service sustainment). 

 USSF continued to explore initiatives to address anticipated inventory gaps 

(due to setting up a new Service) and retain high-quality guardians. 

    (Space Force Retention Initiatives S1P, 2023) 

The last bullet point in the USSF retention improvement efforts was to continue 

exploring initiatives, which is where this research on the guardian's values and 

organizational culture preferences fits in nicely. It was not an area the USSF was 

studying, but it provided data on why guardians were choosing to leave the USSF.  

The top reasons males cited for leaving were compensation and benefits, job 

choice and location, work-life balance, leadership, and overall job satisfaction. Males 

chose leadership as number 4 of 10 reasons and job satisfaction as number 5 of 10 

reasons to leave the Space Force.  
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The top reasons females gave for leaving the USSF were spousal considerations 

and work-life balance, with overall job satisfaction at 3 of 10 and leadership at 6 of 10. 

The research indicated that knowing the guardians’ values and preferences may improve 

job satisfaction and leadership. I highlighted leadership and overall job satisfaction 

because understanding the guardians' values, organizational culture preferences, and 

leadership style could impact the USSF. 

This data was important to the USSF because it spent $4.7 million on recruiting 

and retention programs (Air Force Times, 2024), yet its leaders may not fully understand 

its workforce. This money seems to be working: to date, the Space Force has had no 

trouble recruiting highly skilled and talented officers and enlisted personnel, despite its 

high selectivity (Sandboxx News, Oct 2025). However, when the environment changes, 

the Space Force may find it cannot solve its recruiting and retention problems with the 

same programs it used when the Space Force was novel and “cool” to join. Besides 

monetary compensation, other techniques focus on building relationships and 

understanding the guardians’ values that may make them prudent to invest in.  

Additional methods for recruiting and retention could include changing leadership 

styles, updating processes and policies, and implementing an overarching culture change 

to retain the talented, skilled workforce. To date, the USSF leadership has not asked the 

guardians about their value preferences to better understand their workforce. According 

to organizational behavior research, understanding these items helps with retention. The 

USSF could determine whether there is alignment or misalignment between the 

individual's and the organization’s values (Chatman, 1989). The Space Force relies on 

shared values: “Values unite us, make us stronger, sustain us as a ready force, and reflect 
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what we believe as a Service. They form the basis of our culture and identity as 

Guardians” (Guardian Ideal, 2023, p. 3). The Space Force, like other military services, 

expects the guardians to accept its organizational values and not have those values change 

to accommodate Millennials. There may be a compromise or middle ground to work 

between the personal values of Millennial guardians and the Space Force's organizational 

values. Alternatively, perhaps no change is required; perhaps better understanding the 

guardians and allowing them to prioritize their personal preferences will support 

retention.  

Military Core Values and Culture 

Studies have shown that organizational culture positively affects job satisfaction 

and employee performance. Further, it could affect employee commitment to achieving 

organizational goals and have implications for employee retention (Bolton, 2018; 

Rawashdeh et al., 2015; Sabri et al., 2011). Like many large professional organizations, 

the U.S. military services have established core values that guide the workforce in actions 

and decisions, solidifying a culture, mission, and purpose (Mattox, 2013; Zwetsloot, 

2013; McGinnis, 2016). Well-integrated core values translated to the organization’s 

ability to distinguish identity, improved recruiting and retention, influenced workforce 

behavior, streamlined decision-making processes, and shared the organization’s culture 

(SHRM, 2021; Tessema, 2019). 

Person-Organization Fit Model 

The theoretical framework for this study was based on organizational behavior 

and culture. The framework describes the Person-Organization Fit model, which 

considers the enduring values of people and organizations and posits that high levels of 
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person-organization fit benefit both the individual and the organization (Chatman, 1989). 

The person-organization fit model identifies discrepancies and similarities between 

people and organizations and suggests that a person whose values align with the 

organization's values is more likely to remain employed there longer than people whose 

personal and organizational values do not align (Bolton, 2018). 

Chatman (1989) defines “Person-organization fit as the congruence between the 

norms and values of organizations and the values of a person” (p. 339). In this study, 

congruence refers to the alignment of personal values with the organizational culture to 

retain productive and talented workers (TechTarget.com, 2024). The model considered 

individual and organizational values and accounted for their alignment. It also addressed 

how the person impacted the organization and how the organization could influence the 

person. Though Chatman used the Q-sort method to examine participants' viewpoints 

systematically, this study did not use it because it did not include current members of the 

organization. Further, organizational behavior research defined strong-culture 

organizations as those in which values were held and widely shared (Davis, 1984; Deal & 

Kennedy, 1982). Organizations with intense and crystallized values (Mischel, 1977) were 

described as solid situations, meaning situations were viewed similarly and induced 

uniform expectations from the workforce (Chatman, 1989; Mischel, 1977).  Research 

shows that it takes between 18 months and three years to change norms in an organization 

(MIT Sloan Business School, 2021). Since the Space Force was created from within the 

Air Force, specifically Air Force Space Command, it is beginning to develop a separate 

culture and identity. It will take time and effort to instill a normative behavior distinct 
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from that of the Air Force and other services that transitioned members to lead the Space 

Force.  

 By exploring Space Force guardians’ personal workplace values and 

organizational culture preferences, the research was expected to identify alignment that 

would indicate a positive correlation with retention, or misalignment that could indicate a 

mismatch and possible high attrition (Chatman, 1989). Organizations that understood 

their workplace values and preferred organizational culture could mitigate attrition in the 

short term through updated retention and recruiting policies and, in the long term, by 

aligning their culture more closely with the workforce’s expectations (Chatman, 1989). 

Values 

Values Importance 

 Values significantly impact organizational success. They represent the 

organization’s heart and its principles (Lesley, 2021). Employees often want to work at 

organizations whose values align with their own, and employers wish for like-minded 

employees to represent them and lead their workforce. “When clients, potential 

customers, and workers know what a company stands for, the organization can improve 

its competitiveness” (Lesley, 2021, p.1). Further, values helped organizations thrive by 

creating a common workplace culture that steers the workforce toward a shared purpose 

and mission. (Anwar & Hasnu, 2013). Consider the current workforce and how they view 

values.  

Millennials’ Perspectives on Values 

According to LinkedIn's latest Workplace Culture report, nearly 9 out of 10 

Millennials (ages 22-37) would consider taking a pay cut to work at a company 
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whose mission and values align with theirs. By comparison, only 9 percent of 

baby boomers (those between the ages of 54 and 72) would” (CNBC, 2018).  

That brought up a couple of essential points about values. The first was that 

values were vital to the success of companies, so much so that organizations spent much 

time defining and implementing values. For example, “63 percent of consumers say they 

want to buy products and services from companies with a purpose that resonates with 

their values and belief systems. They will even go out of their way to avoid companies 

that do not mesh with what they believe” (Gleeson, 2021, p. 1).   

 Millennials, the majority of the Space Force workforce, prefer working for an 

organization that aligns with their values. That is not to say Baby Boomers or even Gen X 

are not also picky about the companies they worked for, but they are more cautious 

because most are at or near retirement age. For example, Baby Boomers might need to 

prioritize health benefits and retirement packages from their employers over aligning 

with their values. However, when Baby Boomers were in their 20s, 30s, and even 40s, 

they may have prioritized organizational values over monetary gains.  

Understanding and integrating values in practice was such a powerful indicator of 

success in companies that Forbes says, “Employees should trade 90 percent talent for just 

10 percent character” (Lesley University, 2021, p. 1). When companies clearly outlined 

their values, it was easier to attract like-minded people who fit the company culture, 

leading to greater productivity. This "shows that a company’s values have internal and 

external implications” (Gleeson, 2021, p. 1). 

Companies Spent Resources on Values 
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Many private, publicly traded, and not-for-profit companies, as well as the 

military, invested time and resources in developing values and ensuring their integration 

into their workforce cultures. To illustrate the importance of having values, 249 New 

York Stock Exchange companies had between one and seventeen values (Tessema et al., 

2019); all the United States military services: Air Force, Army, Marine, Coast Guard, 

Navy (Fort Tours, 2021), and Space Force had published values (SpaceForce.mil, 2021). 

Most thriving organizations published and implemented their values and saw the impact 

on their outcomes across many areas, including distinguishing their identity, improving 

recruiting and retention, influencing workforce behavior, streamlining decision-making 

processes, and sharing the organizational culture (SHRM, 2021).  

Described Values  

 Values played a pivotal role in shaping the desired culture within an organization 

(Kenny, 2012). They encapsulated a business's beliefs and practices, serving as the core 

priorities in the organization’s culture. These values influenced members’ priorities and 

genuine actions (McNamara, 2008). They were enduring beliefs related to desirable 

behavior, influenced by attitudes, interests, and preferences, and generally stable 

(Markgraf, 2016). 

Within an organization, values or value statements helped organizations flourish 

and were created to describe attributes or condensed summaries of the “organization’s 

most fundamental commitments—the moral reference points that underwrote, 

circumscribed, and guided the organization’s goals and work” (Mattox, J., 2013, p. 1). 

They were declarations about how the organization behaved toward its internal and 
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external communities (Wenstop et al., 2006). “A values statement defines the deeply held 

beliefs and principles of the organizational culture” (Tessema, 2016, p.153).  

Values are an internalized framework that the organization shares and acts on 

(SHRM, 2021). They define what an organization stands for, guide an expected and 

ultimate set of behaviors and skills (Anderson & Jamison, 2015; Cult et al., 2014). 

Sometimes, there is confusion about values. There needs to be clarity about 

timeless, aspirational core values, and about how they describe what a company strives to 

be in the future (Collins, 2000). Mixing “future aspirations into their true and authentic 

core values is not prudent, as this creates justifiable cynicism and destroys the power of 

their core values” (Tessema, 2019, p. 152). Therefore, companies should not mix their 

core values, values statements, or principles, which define who and what they are now, 

with the visionary and aspirational ideas of who and what they want to become. 

Organizations should “leave those future ideas in the vision statement” (Tessema, 2019, 

p. 152). 

Core Values Originated from Each Person 

 Core values originate from one’s experiences, and cultural values shape and 

justify individuals' and groups' beliefs, actions, and goals. So, before a person joins the 

workforce, they have established core values in their personal life. The Schwartz Cultural 

Values Theory (2011), which identified personal values evident across cultures, helped 

explain diversity and address conflicts in individual actions. According to Schwartz 

(1992), there are three requirements every human requires for existence: 1) the needs of a 

biological organism, 2) agreement in social actions, and 3) the survival and well-being of 

groups. He developed 10 universal personal values from those three requirements, which 
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depend on a person’s underlying motivation or goals (Schwartz, 2012). The 10 values 

were: 1) self-direction – independent thought and action, 2) stimulation – excitement, 

novelty, and challenge, 3) hedonism – pleasure and gratification, 4) achievement – 

personal success through competence, 5) power – social status, prestige, and control, 6) 

security – safety, harmony, stability, 7) conformity – restraining of actions violating social 

norms, 8) tradition – respect and commitment to customs, 9) benevolence -  enhancing 

the welfare of one’s in-group, 10) universalism – understanding, appreciation, and 

tolerance for all people and nature (Schwartz, 2012, AI generated on Google).  

 Schwartz’s core values model reminds organizations and military services that 

each member brings their own core values. This sometimes aligns nicely with many 

corporate hiring strategies, such as hiring someone who meets their qualifications. 

However, the military must recruit members who may not align with its core values. 

The military must then indoctrinate or socialize them into the service's culture and core 

values to produce the military members it seeks.  

Core Values Role of a Leader 

 The leader, or the commanding officer, plays a critical role in developing and 

integrating an organization's core values. Much of the earlier research advocated that 

company founders or leaders share their values and post them on the wall for all to 

follow. It was a top-down system in which only the highest-ranking people in the echelon 

set values for the company and its employees. In the 21st century, work is more 

autonomous and less tied to the headquarters where the founder usually resided 

(Garretson, 2021). Each contact an employee has with the outside world represents the 

company. The company’s reputation was made or broken by these decentralized 
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interactions. Actions and decisions should be based on your organization’s core values, so 

everyone understands and integrates them. No longer could a company direct a 

downward-driven, authoritative style of core values. Instead, in this democratized culture, 

an organization needed to foster knowledge and integration of core values across the 

company, from the most junior member to the most senior. To do this, an engaged 

leadership style was required, not just at the top but at all echelons of the organization. 

This leadership style demonstrated engaged leader-member interaction and routine 

communication, consistent with transformational leadership (Burns, 1978), servant 

leadership, or authentic leadership (Northouse, 2019). These types of leadership yielded 

better results than a downward-directed edict from an authoritarian leader who held the 

organization's core values solely accountable. In the 21st century, leaders who provided 

transparency and robust communication in promoting their company’s core values 

benefited by fostering an inclusive culture, which led to smoother implementation of the 

core values and a more satisfied workforce (CultureIQ, 2020). 

Core Values Impact on an Organization 

Core values have been shown to distinguish an organization's identity, improve 

recruiting and retention, influence workforce behavior, support decision-making, shape 

organizational culture, and contribute to overall success (Lesley, 2021). While prior 

literature had examined various organizations and their core values, and professional 

military journals had assessed military service core values, the Space Force (and its 

values) was brand-new. No research had been published on how their core values were 

received and integrated into the organization. Therefore, drawing on previous research on 
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organizations and military services, there was a need to provide foundational knowledge 

of how Space Force guardians experience core values.  

Research on companies suggests that core values confer many benefits to 

organizations. Core values promote organization distinctiveness (SHRM, 2021), inform a 

company on how to improve their practices and quality of services (Askeland et al., 

2020), impact the strategic planning process, describe standards and behaviors, portray 

their top priorities to customers and the workforce (Tessema et al., 2019), distinguish a 

company’s identity, improve recruiting and retention, influence behavior, streamline 

decision-making processes, and shape organizational culture (Lesley, 2021). These are all 

essential elements for a company or an organization to flourish.  

When Core Values Were Missing 

 Some companies and organizations do not publish their core values, but that does 

not mean they lack values. It was simply an underground culture (or unwritten norms and 

values) that was not and is not transparent or known to the new employee trying to 

understand and adjust to a new workplace. Hiding expectations and culture by failing to 

communicate or teach core values was not productive for an organization (Tessema et al., 

2019). Expectations and culture, including norms and values, remain present. However, 

rather than being overtly understood and followed, they were held accountable through 

peer pressure or a toxic work environment. In these environments, leaders and coworkers 

sometimes shamed employees (Brown, 2018) for actions or behaviors that had not been 

communicated previously.  

Instilling a Productive Workplace 
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Transparency, the promotion and dissemination of core values, and ongoing 

communication and feedback were crucial to establishing a productive work 

environment. When an organization writes down its values, it lays out expectations and 

behaviors to guide the workforce (Tessema et al., 2019). These value statements trained 

the workforce to be mission-driven by explaining who employees were and why they 

existed. Bersin (2015) stated that mission-driven organizations had 30% higher 

innovation levels and 40% higher retention. Successful organizations sought innovation 

and elements that made them unique and helped them stand out in a crowd of 

competitors. Like the military services, they focus on retaining their workforce through a 

mission-driven approach. 

Core Values Impact on a Person 

On a personal level, having organizational core values would benefit the 

workforce and individual employees by fostering cohesiveness and camaraderie 

(McGinnis et al., 2016). Working with like-minded people who share a common purpose 

elevates the mood and productivity of the workforce (Askeland, 2020), making individual 

employees feel valued and satisfied. Core values support retention and recruitment by 

making employees feel included, valued, and cared for, and by encouraging them to tell 

their friends that it is an excellent place to work (Tessema et al., 2019). 

Published Core Values Helps Recruiting 

Published core values made it easier for employees to find jobs because 

expectations were more transparent. When written down and communicated directly, the 

company's core values were easier for future employees to determine whether they 

aligned with them. It was easier to hire employees who shared the same aspirations 
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(Anwar & Hasnu, 2013). When organizational and personal values aligned, employees 

had greater commitment and were more likely to remain in their positions longer (Anwar 

& Hasnu, 2013). This alignment also led to greater employee self-satisfaction and 

happiness.  

Military Recruitment is Different from Civilian Company Recruitment 

 Unlike civilian organizations, which often select candidates for hire based on 

alignment with their core values, military recruits come from a broad section of the 

American public. The military recruits come from varied backgrounds, values, and life 

experiences. In contrast, civilian organizations use tools such as EOS or the 

Entrepreneurial Operating Systems Traction program or Get a Grip (EOS, 2022) to weed 

out potential ill-fitting employees and help quicken the hiring process to recruit 

successful candidates that already align their core values with the company’s recruiting 

core values (Dil, 2022). Also, civilian companies use tools such as the Core Values Index 

(CVI) to pre-screen candidates. Although this tool’s name suggests it is ideally suited to 

identifying matching core values, it was essentially a task matcher rather than a core 

values identifier (Williamson, 2019). It attempts to be objective and judgment-free in 

placing the right person in the right seat for the tasks at hand. In contrast to civilian 

hiring, the military must and does recruit from all backgrounds and cannot selectively 

recruit those whose core values already align with the military services. 

Military Indoctrinated Core Values  

The military personnel leaders understand that recruits come from all walks of life 

and that they must be taught the culture and behaviors expected of military service 

members. All new members in service accession programs are required to undergo this 
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“indoctrination” in the core values. It helps new members understand the culture and 

form a shared identity during their military service. 

Space Force Accessions 

 The Space Force was trying to brand itself as distinct from other military services 

by adding a distinctive recruiting element. Like the civilian sector, the Space Force 

required a personality test (SpaceNews.com, 2021). In addition to the historical Air Force 

competency test, the Space Force used a particular personality test and essay questions 

for recruiting. The personality test, the Tailored Adaptive Personality Assessment System 

(TAPAS), is a 120-140-question test used to determine the best career match for the 

guardians based on character traits such as grit and motivation for a career field 

(SpaceNews.com, 2021). 

 The personality test and the essay questions were read and scored by a board of 

members who determined accessions to the Space Force (SpaceNews.com, 2021). It was 

unknown if the board considered diversity of thought, background, and values a positive 

factor. If the tests were administered like those in civilian organizations, the military 

might fall into the same circular hiring loop, selecting people with backgrounds, 

experiences, and values similar to those of everyone else in the current organization. That 

would not be a good policy for initiating innovation and new ideas. How could the Space 

Force entry board determine what diversity was valuable and what was not? This can be a 

problem among civilian companies as well. 

Using Lessons from Civilian Organizations for the Space Force 

At this early stage in the Space Force's life, it was beneficial for the organization 

to understand how its core values were experienced and practiced. Like professional 
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organizations in the civilian sector, core values gave the guardians a distinctive character 

and guided them in their day-to-day mission. Although there were recruiting lessons the 

Space Force could have learned from the civilian sector, the two sectors were different.  

Space Force was Not in the Marketing Business 

While there were aspects of corporate distinctiveness rooted in core values that 

the Space Force should avoid, it was essential to note that the Space Force faced unique 

challenges. Some research on corporate core values was conducted for marketing 

purposes and focused on having unique, distinctive core values that set the company apart 

from competitors, rather than merely selling a product or service (Lencioni, 2002). Core 

values such as integrity, customer satisfaction, and teamwork took a back seat. This 

inauthenticity will inevitably erode workforce satisfaction and tarnish a company’s 

reputation. However, with its distinct mission and culture, the Space Force must navigate 

these challenges differently. This approach to selecting and integrating core values for 

greater marketability was neither prudent for many companies nor recommended for the 

Space Force.  

Leadership's Role in Continually Communicating Core Values 

Continually renewing and reviewing the meanings of core values to reinforce 

standards was appropriate in military service, given high turnover and the known value of 

consistently communicating important themes to reinforce behavior. Most officers rotated 

positions every three years, and there was value in repeating communication, not just 

because of more turnover within the military but also because it was a known method for 

indoctrinating new members. 

Indoctrination Versus Enculturation, Socialization, or Operationalization 
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 Another aspect to consider in the corporate world, compared to the military, was 

the socialization or enculturation of core values within an organization. Civilian 

organizations typically socialize the core values during onboarding. Onboarding was 

different than orientation. Onboarding was the process of integrating new hires into the 

organization’s culture. “While orientation was necessary for completing paperwork and 

other routine tasks, onboarding was a comprehensive process involving management and 

other employees and could last up to 12 months” (SHRM, 2021, p.1). 

What Happened During Onboarding 

Organizations introduced core values during onboarding and provided time for 

discussion and questions. This helped employees understand how the company operated 

and enabled new employees to ask questions (Lesley, 2021). However, introducing core 

values in the onboarding was not enough. The company should also reinforce core values 

in company communications, call out good examples of core values as a standard to 

follow, incorporate core values into its processes, and include core values statements in 

external messaging (Lesley, 2021). These continual reminders, along with seeing the core 

values in action, would give employees a fuller understanding of how to integrate them 

into their daily practice.  

Leadership Theories and Styles  

Leadership theories and styles informed this study. Leaders established the culture 

and often made policies and processes that the organization used. These policies helped 

or, in some cases, hindered retention. Leaders influence organizational behavior, culture, 

inferred values, beliefs, and assumptions (Bolton, 2018). A leader’s role is not to be 

discounted because “people aligned their values with the values of their leaders if they 



CULTURE EFFECTS ON SPACE FORCE GUARDIAN RETENTION   38 

 

 

 

perceived their leader to be considerate, competent, and successful” (Weiss, 1978; 

Chatman, 1989, p. 342). The findings from this study will inform USSF leadership on 

creating a culture that supports retention. Further, leaders could use the Person-

Organization Fit model and the Lyons Work Value Survey to better understand their 

workforce and organizations. USSF leadership could use the study results to understand 

the Millennial workforce better and, if needed, tailor their leadership style to support 

organizational retention. There is no one perfect leadership style. Since each individual is 

different, leadership tailoring is based on data from the survey tools. The survey results 

will help the leader prioritize the interaction with the guardian and identify how best to 

meet the guardian’s needs.  

Leaders are crucial to maintaining an organization’s culture, ensuring consistent 

behavior among members, reducing conflicts, and creating a healthy working 

environment for employees (Tsai, 2011). Furthermore, leaders are charged with applying 

resources to areas of impact within their organization (Mintzberg, 1990). Leadership 

directly affects members’ feelings of belonging. If a member felt a sense of belonging to 

a community, they would stay in an organization (Chatman, 1989). Leadership should be 

cognizant of its impact on retention, as leaders are expected to lead by example and 

promote the organization's culture (Lowney, 2003). Having leaders promote a shared 

community in which they develop a unique, shared identity would improve retention 

(Tsai, 2011). 

Measurement 

The tool selected for value identification was the Lyons Work Value Survey. It 

would help determine the guardians’ work value preferences in the four types of work 



CULTURE EFFECTS ON SPACE FORCE GUARDIAN RETENTION   39 

 

 

 

values: (a) cognitive-intrinsic, (b) instrumental-extrinsic, (c) social-altruistic, and (d) 

prestige. Because these work values were essential to Millennial life (Bolton, 2018), they 

would also help individuals meet their needs in the workplace. This data would help the 

USSF understand their guardians’ values and whether those values align with the 

organization’s values. Understanding the workforce’s values and organizational values 

would lead to a higher level of person-organization fit, which should impact Millennial 

retention (Chatman, 1989, 1991; Lyons et al., 2010; O’Reilly et al., 1991; Queiri et al., 

2014; Rani & Samuel, 2016).  

Summary 

The Space Force was created in 2019, and there was limited data and literature on 

this new military branch. In 2024, the USSF senior enlisted chief said they did not have a 

retention problem (Chief Bentivegna, NCLS, 2024), and the retention numbers supported 

that claim. However, the environment has changed, with a Millennial workforce ethic and 

workforce competition in the space industry. As external factors affect the USSF, some 

demographic categories exhibit lower retention rates than others. Looking more closely at 

the numbers revealed some troubling areas, such as female guardian captain retention.  

The Space Force spent $4.7 million on recruiting and retention programs (Air 

Force Times, 2024). To date, the Space Force has had no trouble recruiting highly skilled 

and talented officers and enlisted personnel, despite its high selectivity (Sandboxx News, 

Oct 2025). However, as the space workforce environment evolves, the Space Force may 

find it cannot address its recruiting and retention with the same programs it used when 

the Space Force was new. In addition to monetary compensation, other techniques that 

focus on building relationships and understanding the guardians’ values may be prudent 
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investments to address leadership and job satisfaction as reasons for leaving the Space 

Force. These two items could be addressed by understanding the individual guardians’ 

values and organizational culture preferences. Once the USSF leadership better 

understands their members, this may increase the guardians’ job satisfaction and sense of 

community (Chatman, 1989) and encourage them to stay in the USSF.  

This literature review concludes that more research is needed on Space Force 

guardians. The present study will add to the limited information and literature available.  
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 CHAPTER THREE: METHODOLOGY  

This cross-sectional study examined how organizational culture influenced the 

retention of Millennial guardians who previously served in the United States Space 

Force. 

Research Questions 

The following research questions guided my study:  

1. What workplace values do former guardians find most important? 

 2. Does a relationship exist between the personal workplace values of former 

guardians and the USSF values? 

 3. What organizational values does the USSF need to adopt or change to create a 

culture to improve the retention of guardians? 

Research Hypothesis: Former Space Force guardians’ values align with the 

USSF’s organizational values. 

Null Hypothesis: There is no alignment between former Space Force guardians’ 

values and USSF’s organizational values.  

Method 

Selecting a Cross-Sectional Study 

Department of Defense research typically focused on quantitative analysis 

because it was objective and reliable, leveraging the large military population, and relied 

on trusted models, theories, and hypotheses. A quantitative study with a large sample 

usually yields broad generalizations to inform leadership and support policy change with 

data and facts. In line with that precedent, this research was mostly quantitative. Seven 
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survey items were structured or closed-ended questions, and one was open-ended, 

allowing respondents to answer in their own words. The results of this part of the survey 

are discussed below.  

Participants and Recruitment 

The study criteria included only former Space Force guardians, those no longer 

serving in the Space Force. To immediately filter any still-serving guardians, the initial 

screening question was, “Are you currently serving active duty as a Space Force 

guardian?” The second question engaged those who have served, ensuring they served as 

USSF guardians. Finally, the researcher screened and included only guardians of 

Millennials, born between 1980 and 2000, in this study.  

The participants were recruited through social media associations, the Space 

Force Association, and other online membership organizations, resulting in snowball 

sampling (Babbie, 2017). Participants were asked to refer space guardians or former 

guardians who were no longer serving on active duty and might be willing to participate 

in the study. 

When a former guardian agreed to participate in the survey, the online survey was 

replaced with a consent form explaining that participation was voluntary and that they 

would not be compensated. The consent form indicated that they could withdraw their 

consent at any time without penalty. Consent was deemed given once they clicked the 

study link and began the study. Consent was considered withdrawn if the survey was not 

completed. Incomplete surveys were excluded from the final analysis. Once they 

consented to participation, they completed the Qualtrics survey (Appendix A). In addition 

to the consent form, the Creighton Institutional Review Board approval, and recruitment 
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invitation are shown in Appendix A. Qualtrics provided descriptive statistics, Excel 

provided summary data, and SPSS performed bivariate and multivariate analyses to 

assess correlations among organizational culture, values, and retention among the Space 

Force guardians.  

Study Population 

The study concerned former Space Force guardians who were Millennials, born 

between 1980 and 2000; as a result, only 30 respondents qualified to participate. The 

survey collected demographic data to determine whether there were commonalities 

among those with similar backgrounds.  

The total population of former military guardians was approximately 990 since its 

inception in 2019 (Stahlman, 2024; SP1F, 2023). However, the Space Force did not 

assess guardians into the service until 2020 with a two-year commitment. Within this 

population, some guardians were not Millennials. As of 2023, it was estimated that over 

70% of active-duty personnel were Millennials (Bolton, 2018; Stahlman, 2024). So, the 

researcher used 70% of 990 (693) as the total population for the survey. Using the social 

survey tool to determine the required sample size to achieve a 95% confidence level (z 

value of 1.96) or a p-value of .5, it was estimated that my sample size should have been 

248, based on a population of 693. This was not achieved through social media links and 

snowball sampling. The resulting sample size was n = 30, which did not meet the 

required confidence level or the 5% margin of error for data validation. Though the 

sample size was small, not large enough to generalize across the USSF, the USSF could 

use the tools and the methodology from this study to bolster future USSF retention 
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programs. Because the sample size was only 30, the researcher did not parse individual 

results by demographics. 

Research Question 1: Data Collection Procedures, Tools, and Analysis 

I used the Lyons Work Values Survey (Lyons, 2003; Lyons et al., 2010) to answer 

the question, “What workplace values do former guardians find most important?” 

Respondents were asked to answer 24 questions on a Likert scale ranging from 1 (Not at 

all important) to 5 (Absolutely essential). There were four work types: 1) instrumental, 2) 

cognitive, 3) social/altruistic, and 4) prestige. Eight questions related to the instrumental 

work value type, eight questions related to the cognitive work value type, four questions 

for social/altruistic, and four for prestige (Lyons, 2003; Lyons et al., 2010). See the 

survey questions in Appendix A.  

To better understand what the four categories (Table 1) entailed, the descriptions 

for each category were as follows:  

1. Instrumental values were those tools that help a person work better, such as 
job-given benefits, i.e., fringe benefits (vacation, healthcare, and pensions), 
job performance feedback, job security, work-life balance, convenient work 
hours, having information to do your job, and receiving recognition for a job 
well done (Lyons, 2010).  
 

2. Cognitive values were described as having a job that challenges you, having 
the opportunity to keep learning, finding your job interesting, having the 
freedom to decide how to do your job, and how you spend your working time 
(Lyons, 2010).  

 
3. Social/altruistic was defined as working with agreeable co-workers, having a 

fun environment, having a lot of social interaction, and helping people (Lyons, 
2010).  

 
4. Prestige was having a job where you could make a significant impact, you had 

the authority to organize and direct others, you were doing work that was 
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highly regarded by others, and you could influence organizational outcomes 
(Lyons, 2010).  Table 1 outlined the four categories.  
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Table 1 
 
Lyon’s Work Values Preferences Categories 
  

Instrumental      Cognitive 
Benefits     Challenge 
Feedback     Continuously Learn 
Job Security      Freedom 
Hours of Work     Variety 
Balance     Use Abilities 
Information     Advancement 
Salary      Achievement 
Recognition     Interesting Work 
 

Social/Altruistic    Prestige 
Co-Workers     Impact 
Fun      Authority 
Social Interaction    Prestigious 
Help People     Influence 
       

(Modified from Lyons, 2010) 
 

Lyon’s Work Value Survey Reliability and Validity 

For the Lyons Work Value Survey, the four categories (shown in Table 1) had 

Cronbach’s alpha reliabilities (see Table 2) ranging from good to poor, as described in 

Tavakol’s Cronbach’s alpha primer (Tavakol, 2011). The instrumental category, with 8 

questions, had a reliability of .72, which was moderate; the cognitive category was .78, 

which was good; the social altruistic category, with only four questions, was .80, which 

was good; and the prestige category, with four questions, had only a .45, which was poor. 

The reliability of the constructs of instrumental, cognitive, and social altruism was 

deemed acceptable. Prestige showed poor reliability, possibly due to too few items, 

insufficient interrelatedness among the items, or problems with their interpretation 

(Tavakol, 2011). The researcher deleted one question from the validated survey. The 
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question asked whether the respondent valued a supportive supervisor. This was done 

deliberately to avoid biasing the survey toward the respondent’s current job and to think 

broadly about any work situation. In the original Lyon’s Work Value Survey, this deleted 

question was listed as the ninth question in the validated survey's instrumental category. 

Deleting the question did not alter the rank of the preferences, and Cronbach’s alpha (.72) 

remained within an acceptable range for test reliability (Tavakol, 2011).  

Table 2 

Lyon’s Work Value Survey for Guardian Millennial Cronbach Alpha Reliabilities 

Category Rating Assessment 

Instrumental .72 moderate 

Cognitive .78 good 

Social/altruistic .80 good 

Prestige .45 poor 

 

Research Question 2: Data Collection Procedures, Tools, and Analysis 

Before determining a relationship, the first part of the assessment was to 

determine how a respondent experienced the Space Force’s core values. The survey 

questions (see Appendix A) asked respondents to rate their experience with the Space 

Force core values on a 5-point Likert scale, ranging from 1 (never) to 5 (always). The 

actual names of the core values were not provided. This was done to eliminate the 

possibility that respondents would assign their own definitions to the core values. Further, 

it was also intended to prevent the respondents from answering all 5s, assuming that the 
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organization's cultural norms were expected (Guardian Spirit, 2023) and that the core 

values should always be experienced as a default answer. The core values questions were 

based on descriptions from the Guardian Ideal handbook (Guardian Ideal, 2023). Only 

one question was asked for each of the four core values in the survey. Therefore, a 

Cronbach's alpha was not calculated for the tool because there were no common 

questions to assess internal reliability.  

To determine if there was a statistical relationship between the preferred 

workplace values and the experienced core values, bivariate analysis was performed. 

Specifically, Spearman's rho (rs) was used because the survey data were normally 

distributed and nonlinear, and the variables were measured on a rank-ordered scale 

(Creswell, 2015). A two-tailed correlation test was conducted (see Table 9), which shows 

the r and P values. The researcher used a two-tailed correlation to determine if there was 

any relationship, either positive or negative.  

Using a one-tailed test, the p-values for connection and instrumental were the 

same (<.001), but the p-value for connection with cognitive was .012 (one-tailed) 

compared to .024 (two-tailed), and for connection to social, it was .002 to .005 (two-

tailed). This made sense because the assumptions differed between the two tests: the one-

tailed test related significance to only one direction, whereas the two-tailed test allowed 

significance in either direction, positive or negative. (UCLA, 2025) 

Research Question 3: Data Collection Procedures, Tools, and Analysis 

What organizational values does the USSF need to adopt or change to create a 

culture to improve the retention of guardians? This question was informed by the reasons 

the guardians left the Space Force and by the literature review.   
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Reasons the Respondents Left the Space Force 

The survey asked respondents to rate seven reasons for leaving the Space Force 

on a five-point Likert scale (1 = Not at all relevant to 5 = Absolutely relevant). The eighth 

question of the section allowed a write-in response (see Table 9).  
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Table 9 

Reasons for Leaving the Space Force 

Reasons Descriptions provided in the survey 

Retirement I was eligible for retirement from the 
Space Force. 

Job Assignment The choice of job assignment or 
assignment locations influenced my 
decision to leave the Space Force. 

Work/Life The difficulty in maintaining work/life 
balance influenced the decision to leave 
the Space Force. 

Spouse/partner My spouse/partner’s employment or join 
spouse considerations influenced my 
decision to leave the Space Force. 

Job Satisfaction My overall job satisfaction influenced my 
decision to leave the Space Force. 

Leadership Poor or disconnected leadership 
influenced my decision to leave the Space 
Force. 

Job Stress Job stress influenced my decision to leave 
the Space Force. 

Other Reasons Other reasons not previously listed 
influenced my decision to leave the Space 
Force. What is the main reason you chose 
to leave the Space Force? Please type 
your answer into the comment box.  
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Methodological Integrity 

 The design for gathering and analyzing data, using internal and external 

processes, was part of the methodological integrity.  

Ethical Considerations 

There were many ethical considerations when documenting people's values and 

cultural preferences. First, the researcher needed approval from Creighton’s Institutional 

Review Board because the survey involved human subjects. Second, the researcher 

solicited participation via social media and used snowball sampling to recruit participants 

for this online survey. This approach was chosen to get non-active space guardians to 

participate. Each participant was given a consent form to read before agreeing to 

participate in the study.  

During data collection, personally identifying information was protected using 

encryption and passwords. The individual personal responses were not associated with an 

individual guardian. However, they were analyzed and reported in aggregate. Hence, 

there was no retribution for negative comments and no benefits for positive ones. There 

was minimal risk of harm to the participant, no greater than that of daily life. Further, 

there was nothing gained or lost by participating in this research beyond contributing to 

the Millennial literature and providing recommendations for the United States Space 

Force.  

Also, the researcher acknowledged her bias, which was a commitment to the 

Space Force’s success. An essential aspect of this research was to provide data on values 

and culture, which can sometimes be divisive or hurtful. Before public release, the 
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researcher will present findings to a small group of USSF active and former guardians 

and academics.   

Summary 

The methodology in this section was to survey former guardians about their 

values and their alignment with the USSF’s values to determine if these were related to 

why they left the Space Force.   
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CHAPTER FOUR: RESULTS AND FINDINGS 

This study assessed the workplace values of former guardians using an online 

survey to investigate why guardians left the Space Force. The study used the Person-

Organization Fit model (Chatman, 1989). This model describes the alignment between a 

person's core values, beliefs, ethics, and purpose and the organization's values (Chatman, 

1989). The theory suggests that when a person's and an organization's values are 

congruent, it leads to better retention (Chatman, 1989). Three research questions guided 

the analysis: 1) What workplace values do former guardians find most important? 2) 

Does a relationship exist between the personal workplace values and the Space Force 

values? 3) What organizational values does the Space Force need to adopt or change to 

create a culture to improve retention of guardians? The hypothesis guiding this study was 

that former Space Force guardians’ personal values aligned with those of the USSF. The 

null hypothesis was that there was no relationship between former Space Force 

guardians’ personal values and USSF organizational values.  

The study contended that by understanding guardians’ personal values, the Space 

Force's core values, and how they align, the Space Force could develop policies to retain 

Millennials. It was anticipated that the findings from this study could be used to build a 

Space Force that is resilient, ready, and combat-credible now and in the future (Gen 

Saltzman, 2023). However, due to the small sample size, I can only describe the behavior 

of the 30 guardians who left the Space Force and advocate conducting more research into 

why guardians stay in or leave the Space Force. 

Results 

Survey Responses 
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In February 2025, the researcher posted solicitations on Facebook and LinkedIn, 

targeting former guardians to participate in the survey. The survey had 213 responses. Of 

those 213 responses, 78 respondents identified as active-duty personnel, who were not the 

target audience. In addition, 37 respondents served in the Air Force's space operations 

career field, but again, they were not the target audience. Furthermore, 40 respondents 

had missing data in their surveys, which disqualified them from participating. Thus, 155 

respondents did not qualify to participate in the study. The final number of participants 

who met the criteria was 58, former guardians. However, only 30 were Millennials, 

which was the focus of this study (see Tables 3 and 4 for more information).  

Table 3 

Survey Results 

Survey responses    Reasons for not including the survey 
Total responses   213 
Still serving active duty  -78 Survey not approved for Active Duty 
Never served in the Space Force -37 Not required demographic  
Survey incomplete  -40 Missing data 
Total not used             =155 Total surveys not used 
 213-155 = Remaining Total = 58 Number of Surveys Considered 

Note. Only 30 of the 58 were Millennials. The study focused on Millennials.  

Demographic Information 

There were seven identifying data items: birth year, gender, race/ethnicity, marital 

status, number of children, years of military service (including the Space Force), and 

service in other military branches. Table 4 shows that there were 30 Millennials (born 

between 1980 and 2000), 26 Generation Xers (born between 1965 and 1979), and 2 Baby 

Boomers (born between 1946 and 1964). Since this study focused on understanding and 



CULTURE EFFECTS ON SPACE FORCE GUARDIAN RETENTION   55 

 

 

 

retaining Millennials, the researcher only reviewed and analyzed the 30 Millennial survey 

responses.  

Table 4 

Former Guardian’s Generation 
Birth year range       Generation               Number of respondents 

1980 to 2000   Millennials    30 

1965 to 1979   Generation X    26 

1946 to 1964   Baby Boomers      2 

     Total     58 
 

Study Population 

The study focused on former Space Force guardians born between 1980 and 2000. As 

a result, only 30 respondents qualified to participate in the study. With the sample size of 

n = 30, neither the confidence level nor the 5% margin of error was met. Due to the small 

sample size, the findings cannot be considered representative of former or inactive Space 

Force guardians. The small survey sample reduced statistical power and limited the 

researcher's ability to generalize the findings. Therefore, the researcher used descriptive 

statistics (and, where possible, inferential) to analyze the data.  

Demographic Breakout 

 There were more females (18 or 60%) than males (12 or 40%) who completed the 

survey. This was most likely because the researcher used social media platforms focused 

on women in the Air Force and Space Force. Two-thirds of the respondents, 20 out of 30, 

were junior Millennials (people born between 1990 and 2000). This was most likely due 

to the researcher’s daughter, who had many Space Force colleagues on her social media, 

and they were willing to participate in the study. The researcher’s daughter did not 
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participate in the survey because she is on active duty and has never served in the Space 

Force. Sixty-three percent, 19 of 30 respondents, were married. There was a higher 

percentage of married females than of married males: 67% (12 out of 18) compared to 

58% (7 out of 12). Only 11 (37%) of the respondents had children (see the table in 

Appendix B for their children's ages). Most respondents, 21 (70%), had 10 years or less 

of military service before leaving. In summary, the survey respondents were 

predominantly female, married, childless, with 10 or fewer years of military service, 

white, and previously served in the Air Force. Only five guardians served less than five 

years in the military (see Table 5 for demographic information) 
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Table 5 

Demographic Characteristics of Participants (n = 30) Sample Characteristics # % Gender   Male 12 40 Female 18 60 Year born   1980-1989 10 33 1990-2000 20 67 Marital status   Yes – married 19 63 No, not married 11 37 Children   Yes 11 37 No 19 63 Years in the military   <= 10 years 21 70 > 10 years 9 30 Race/ethnicity   White 22 73 Asian 2 6.7 Hispanic 2 6.7 Black or African American 1 3.3 Native Hawaiian or Paci ic Islander 0 0 American Indian or Alaska Native 1 3.3 Other* 2 6.7 Branch of service before entering Space Force   Air Force 25 83 Space Force only 5 17 
Note. n = 30. 

*People who do not identify with any of the U.S. Government Office of Management and 
Budget categories.  
 

Demographic Variables and Retention 

Due to the small sample size, only a few demographic variables were used to 

analyze the relationships with guardian departure from the Space Force: marital status, 

number of children, and years of service. The literature indicated that in 2023, more 
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female than male captains left the Space Force (Sp1F, 2024). Though the survey did not 

ask respondents' ranks (one of the limitations of the study), the researcher could estimate 

rank based on years of service, typically 4-10 years for the captain rank, but could not 

verify. Nonetheless, since the researcher did not ask about rank, she does not know how 

many captains who had left the Space Force were in her study and cannot support the 

claim found in the 2023 literature, raising concerns about the retention of female Space 

Force guardian officers. 

Some studies indicated that retention among military personnel varied by gender, 

marital status, and number of children (NPR, 2020; Keller et al., 2018; Vergun, 2023). 

This study did not find significant differences in decisions to leave the Space Force by 

gender, marital status, or whether the guardian had children. See Appendix D for more 

information.  

Research Question 1 Results 

Research Question 1: Using the Lyons Work Values Survey (Lyons, 2003; Lyons et 

al., 2010), what workplace values do former guardians find most important? 

Result: Instrumental was the most important workplace value, followed by cognitive, 

social/altruistic, and prestige.  

The means for each of the four work-value types were calculated and are shown in 

Table 6. As Table 6 shows, the mean of the instrumental-extrinsic values was M = 3.94, in 

comparison to 3.82 for cognitive-intrinsic, 3.37 for social/altruistic, and 3.32 for prestige. 

Thus, the preferred work value type among former guardians was instrumental-extrinsic.  
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For the Lyon’s Work Value Survey, the four categories (shown previously in Chapter 

Three, Table 1) were previously validated and found to be reliable using other datasets 

(Bolton, 2018; Papavasileiou & Lyons, 2014; Tavakol, 2011). In this study, Cronbach's 

alpha ranged from good (.80) to poor (.45), indicating poor internal reliability. The four 

categories of questions were instrumental (8 questions, reliability = .72 [moderate]), 

cognitive (8 questions, reliability = .78 [good]), social/altruistic (4 questions, reliability = 

.80 [good]), and prestige (4 questions, reliability = .45 [poor]). The reliability constructs 

of instrumental, cognitive, and social/altruistic were deemed acceptable for social surveys 

(Tavakol, 2011). Prestige showed poor reliability on this dataset. This could mean that the 

prestige category had too few questions, or that the interrelatedness among the questions 

was not commonly interpreted (Tavakol, 2011). The researcher deleted one question from 

the validated survey: it asked whether the respondent valued a supportive supervisor. This 

was done to avoid biasing the survey toward the respondent’s current job while still 

considering broader work situations. In the original Lyon’s Work Value Survey, this 

deleted question was the ninth question in the validated survey's instrumental category.  

Deleting the question did not alter the preferences' rank, and Cronbach’s alpha (.72) 

remained within an acceptable range for the tool's reliability.  
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Table 6 

Work Value Type Means by Category 

Value    Mean  SD Work Value Type Mean (SD) 

 
Instrumental-extrinsic       3.94 (1.03) 

 Benefits   4.23  .94 
 Feedback   4.00  .87 
 Job security   3.80  .93 
 Hours of work   3.97           1.16 
 Balance   4.30  .99 
 Information   4.03  .89 
 Salary    3.97  .96 
 Recognition   3.23           1.19 

 
Cognitive-intrinsic       3.82 (1.02) 
 Challenge   3.83  .99 
 Continuous learning  3.97  .93 
 Freedom   4.23  .77 
 Variety    4.00           1.02 
 Use abilities   2.97           1.13 
 Advancement   3.73  .83 
 Achievement   3.90           1.03 

Interesting work  3.97           1.03 
 

Social-altruistic        3.37 (1.24) 
 Coworkers   3.73           1.05 

Fun    3.13           1.31 
Social interaction  2.87           1.28  
Help people   3.78           1.17 

 
Prestige         3.32 (1.20) 
 Impact    4.00  .91 
 Authority   3.17           1.26 
 Prestigious   2.60           1.22 
 Influence   3.50  .94 
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Research Question 1 Findings 

Table 6 shows that instrumental was ranked highest by former Space Force guardians 

in the survey.  This meant that the respondents were primarily motivated by concrete 

outcomes and practical considerations, including compensation and benefits, pay, 

bonuses, health insurance, job security, work-hour flexibility and convenience, 

advancement opportunities, and a chance for promotion and career growth (Yons, 2010, 

2013). Further assessment of the ratings, without considering the four categories (Table 

7), ranked the elements. The elements in the top tier (above 4.0) were all from the 

instrumental category, except freedom, how to do the work, and spend their time, which 

were from the cognitive category, and doing impactful work, making a significant impact 

on the organization, from the prestige category.  
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Table 7 

Means of the Work-Value Categories and Means for Values Without Categories 

Value    Mean  SD Work Value Type Mean (SD) 

 

Instrumental-extrinsic       3.94 (1.03) 

Cognitive-intrinsic       3.82 (1.02) 

Social-altruistic-extrinsic       3.37 (1.24) 

Prestige-intrinsic        3.32 (1.20) 

 

 Balance   4.30  .99 

Benefits   4.23  .94 

 Freedom   4.23  .77 

 Information   4.03  .89 

 Feedback   4.00  .87 

 Variety    4.00           1.02 

 Impact    4.00  .91 

 Continuous learning  3.97  .93 

Hours of work   3.97           1.16 

 Salary    3.97  .96 

Interesting work  3.97           1.03 

 Achievement   3.90           1.03 

Challenge   3.83  .99 

Job security   3.80  .93 

Help people   3.78           1.17 

 Advancement   3.73  .83 
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 Coworkers   3.73           1.05 

Influence   3.50  .94 

Recognition   3.23           1.19 

 Authority   3.17           1.26 

Fun    3.13           1.31  

Use abilities   2.97           1.13 

Social interaction  2.87           1.28  

 Prestigious   2.60           1.22 

  

  
Table 7 shows that the top two ranked workplace values identified in this study 

(benefits and challenge, instrumental–extrinsic and cognitive–intrinsic) align with many 

other studies on Millennial workplace preferences (Zupen et al., 2013; Chen & Kao, 

2012; Bolton, 2018). Guardians, like many other Millennials, prioritized work-life 

balance, purpose-driven work, and diverse experiences. They also valued transparent 

work environments with frequent and meaningful feedback that fostered continuous 

learning and skill development (Trisearch.com, 2025). The lowest-ranking categories, 

social/altruistic and prestige, had very closely ranked means. 

Research Question 2 Results 

Research Question 2: Does a relationship exist between the personal workplace 

values of former guardians and the USSF values? 
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Result: Yes, but it was an inverse or negative relationship; there was an inverse 

relationship between personal values of instrumental, cognitive, and social/altruistic with 

the core value of connection.  

The Space Force values most experienced were 1) character, 2) connection, 3) 

commitment, and 4) courage. The survey data were used to answer this question. The 

means were calculated for each core value (Table 8).   
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Table 8 

Means for Space Force Core Values 

Value    Mean        SD     Rank 

Character   3.80   1.06  1 

Connection   3.60   1.07  2 

Commitment   2.97     .89  3 

Courage   2.93     .98  4 

 

Comparing the means showed that character (M = 3.80, SD = 1.06) was greater 

than the means for connection (M = 3.60, SD = 1.07), commitment (M = 2.97, SD = 

0.89), and courage (M = 2.93, SD = 0.98). Thus, the core value most often experienced by 

former Space Force guardians was character: acting with integrity, honesty, and candor. 

The standard deviations for two of the Space Force core values exceeded 1, indicating 

greater variability around the mean (average) and a wider range of responses per 

respondent. This indicated variability and potentially diverse opinions or interpretations 

from the guardians being surveyed (Greenbook.org, 2024) about Space Force core values. 

Research Question 2 Findings 

Overall, the respondents rated character number one, connection number two, and 

commitment and courage steadily behind the first two core values.  
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These results indicate that former Space Force guardians prioritized character 

(individual integrity and ethical standards) over connection (social ties and group 

cohesion). While connection is vital, the Space Force views character as the 

indispensable foundation for all other values (Guardian Spirit, 2023), which was shown 

in the data.  

Personal Work Values Correlations to Space Force Core Values Results 

The second part of research question 2 was to determine whether there was a 

relationship between personal work values and organizational values. This was to 

determine, in the Person–Organization Fit Model, whether there would be alignment and, 

therefore, better retention. It turned out to be a negative relationship between connection 

and three of Lyon’s Work Value categories: instrumental, cognitive, and social/altruistic.  

The rs value, or Spearman’s correlation coefficient, was negative for instrumental, 

cognitive, and social/altruistic values, indicating an inverse relationship between these 

values and the Space Force’s core value of connection. This means that the more a person 

valued the Space Force core value of connection; which emphasizes working in a 

respectful and empathetic community soliciting diverse opinions to solve complex 

problems (Space Force Handbook 1-1, 2023), the less they prioritized the leading core 

values, which were instrumental (e.g. job given benefits, job performance feedback, and 

work-life balance), cognitive (challenging job, continuous learning, and freedom to 

determine how to do your job), and social/altruistic (e.g. working with agreeable co-

workers, having a fun environment, and helping people) (Lyons, 2010). The inverse 

relation with two-tailed results also meant the opposite was also true; the more a person 

prioritized the personal values of instrumental, cognitive, and social/altruistic, the less 
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they experienced the Space Force core value of connection. Possible reasons for the 

inverse relationship between connection and instrumental, cognitive, and social/altruistic 

motives will be discussed in the findings section (see Table 9 below for the information).  
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Table 9 

Correlations of Work Value Types and Space Force Core Values (n = 30) 

Space Force Core Values 

Personal Work Values / 
USSF Core Values 

character 

 

connection 

 

commitment courage 

Instrumental values     

rs -.062 -.592** .015 -.120 

Significance .745 <.001 .936 .528 

Number 30 30 30 30 

Cognitive values     

rs -.138 -.412* .111 -.109 

Significance .468 .024 .558 .568 

Number 30 30 30 30 

Social/altruistic values     

rs -.031 -.500** .228 .164 

Significance .871 .005 .226 .386 

Number 30 30 30 30 

Prestige values     

rs -.167 -.280 .279 -.090 

Significance .378 .134 .135 .635 

Number 30 30 30 30 
*Correlation is significant at the 0.05 level (2-tailed). 

**Correlation is significant at the 0.01 level (2-tailed). 
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Personal Work Values Correlations to Space Force Core Values Findings 

Using the Spearman rho correlation with the four categories of Space Force 

Values (character, connection, commitment, and courage) compared to the four Lyons 

Work Value preferences (instrumental, cognitive, social/altruistic, and prestige) resulted 

in three significant relationships, all with the Space Force core value of connection, and 

all three had negative correlations. The two with the strongest correlations were 

connection and instrumental, with a correlation coefficient of -.592 and a p-value of .001 

(<.001), indicating that when guardians value connection, instrumental values are less 

important, and vice versa. Connection and social/altruistic had a similar outcome, with a 

correlation coefficient of -.500 and a p-value of .005, indicating that the more a person 

valued connection, the less they prioritized social/altruistic personal values. The other one 

was a connection and cognitive relationship, with a correlation coefficient of -.412 and a 

significance level (p-value) of .024. This significance level is weaker than the other two. 

However, it can be interpreted the same way; if a guardian finds connection important, 

then cognitive is less important or valued (see Table 9). The more highly rated the work 

values preferences were for instrumental, social, and cognitive, the lower the ranking for 

the Space Force value of connection (engaging everyone with respect, honesty, and 

authenticity toward a common shared purpose). Conversely, when the data from the 

former guardians showed the core value of connection the highest, the former guardians 

rated the instrumental (benefits, balance, and recognition), social/altruistic (fun, 

socializing, and helping others), and cognitive (challenge, freedom, and achievement) 

factors lower. This could mean there is tension between completing the mission and 

accomplishing it as a unified team. It could also indicate that the former guardians, who 
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prioritized connection, felt included and respected, and were comfortable speaking up, 

whereas others who did not rate it as highly did not experience respect, honesty, and 

authenticity as much in their organizations. Most guardians rated the connection core 

value as the least experienced. Because both social/altruistic and connection share similar 

attributes, such as helping others, but do not mean the same thing, here are the two 

similar terms defined below.   

Lyon’s Work Value Preference - Social/altruistic is defined as working with 
agreeable co-workers, having a fun environment, having a lot of social interaction, and 
helping people (Lyons, 2010).  
 

Space Force Core Value - Connection is described as engaging with others for a 
common purpose with trust, respect, honesty, authenticity, in an environment where 
teammates share their strengths, help and assist each other, and engage without fear. 
(Guardian Ideal, 2024)  
 
Given that the terms social and connection are similar but were inversely related in this 

study, this may be because the social/altruistic term is related to the motivation to help 

others. In contrast, the connection term describes a method to achieve unity. Therefore, 

these terms are not the same, which is why an inverse relationship between their results is 

possible in this study.  

 Another interesting note from the survey was that the former guardians who were 

married (63%, 19 respondents) had an average connection rating of 3.37, compared to 

those not married (37%, 11 respondents), who had an average connection rating of 4.0. 

This could indicate that the former guardians who were married relied on their spouses to 

provide an environment of trust and authenticity, rather than on the organization. In 

contrast, those who were not married sought out and engaged with one another within the 
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organization. The social/altruistic rating for married and not married was about the same, 

at 3.34 and 3.27, respectively.   

These connection results could be an inaccuracy in the survey tool. The survey 

tool describes connections with former guardians using terms that might be unfamiliar. 

Alternatively, it could also signal that guardians do indeed have an inverse relationship 

with the Space Force core value of connection compared to their personal values of 

instrumental, cognitive, and social/altruistic. For this sample, it could indicate why 

guardians left the Space Force. That is, non-alignment with personal values and Space 

Force guardian values.  

Research reveals that a lack of desire for personal connection at work may stem 

from employees prioritizing personal needs for success, resources, or status (Fan, C., 

Dong, T., & Wang, J., 2024). Guardians who value the practical, instrumental, cognitive, 

and social/altruistic benefits at work may not seek meaningful relationships there. They 

could be like other Millennials, who rated having friendships as highly important at work 

but would forego a friendship to get a promotion (Forbes, July 2014). On the other hand, 

68% of Baby Boomers said they would not sacrifice a friendship for a promotion (Forbes, 

July 2014). Perhaps the guardians, like their Millennial counterparts in other professions, 

have friends at work but use them as tools to advance their careers. In addition, when an 

individual does not highly value connectivity, they are less concerned with the 

collaborative or relational aspects of their job, “viewing relationships primarily as a 

means to an end” (Fan, C., Dong, T., & Wang, J., 2024, p.1). Nevertheless, the sample 

size was too small to generalize about the larger population of former Space Force 

guardians, and the study did not include currently serving Space Force guardians. The 
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question might arise about other core values, such as character, which was rated the most 

experienced by former guardians. The Spearman rho correlation did not show a 

significant relationship with character or any of the personal workforce values. Nor did 

the results show any other significant correlation between Space Force core values and 

the personal work values. The only significant correlation was with the Space Force core 

value of connection.  

Research Question 3 

What organizational values does the USSF need to adopt or change to create a 

culture to improve the retention of guardians?  

Reasons the Respondents Left the Space Force 

The survey asked respondents to rate seven reasons for leaving the Space Force 

on a five-point Likert scale (1 = Not at all relevant to 5 = Absolutely relevant). The eighth 

question of the section allowed a write-in response (see Table 10).  

Table 10 

Reasons for Leaving the Space Force 

Reasons Descriptions provided by the survey for 
each category on the left 

Retirement I was eligible for retirement from the 
Space Force. 

Assignment The choice of job assignment or 
assignment locations influenced my 
decision to leave the Space Force. 

Work/Life The difficulty in maintaining work/life 
balance influenced the decision to leave 
the Space Force. 
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Spouse/partner My spouse/partner’s employment or join 
spouse considerations influenced my 
decision to leave the Space Force. 

Job Satisfaction My overall job satisfaction influenced my 
decision to leave the Space Force. 

Leadership Poor or disconnected leadership 
influenced my decision to leave the Space 
Force. 

Job Stress Job stress influenced my decision to leave 
the Space Force. 

Other Reasons Other reasons not previously listed 
influenced my decision to leave the Space 
Force. What is the main reason you chose 
to leave the Space Force? Please type 
your answer into the comment box.  

 

In summary, the main reasons Millennial guardians in my sample (n = 30) left the 

Space Force were leadership (90%, 27) and job satisfaction (90%, 27). Other reasons, 

rated by respondents at more than 50%, but still lower than the top two, were a 

combination of work/life balance (63%, 19), job assignment (57%, 17), and job stress 

(50%, 15). The lowest-rated reasons respondents gave for leaving the Space Force were 

retirement (27%, 8) and spouse/partner (23%, 7). See Table 11 for data.   

It is worth mentioning that even among the 63% (19 respondents) who were 

married, the spouse/partner's reason for leaving the Space Force was not a significant 

factor. Further, among those who responded that spouse/partner considerations were a 

factor in leaving, only one male ranked it as relevant (8% or 1 of 12), compared with six 

females (33% or 6 of 18).  
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Further, the nine more experienced guardians (those with 10 or more years of 

service) selected retirement as a reason for leaving at 56%, compared with 21 guardians 

with fewer than 10 years of experience, who selected retirement as a reason for leaving at 

only 14%. This made sense since the more experienced guardians were also closer to 

retirement age. Of note, the nine respondents in this category selected answers at both 

extremes of the retirement option (1 and 5), but none in the middle of the scale.  
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Table 11 

Ranking for Reasons to Leave the Space Force n = 30 (All)* 

Rank Percentage / Number 

 

Reason for 
Leaving 

Notes 

#1 90%               27 Leadership Tied for first - had 
more “Absolutely 
relevant” answers  

#2 90%               27 Job Satisfaction Tied for first - had 
more varied 
positive responses 

#3 63%               19 Work/Life 
Balance 

 

#4 57%               17 Job Assignment  

#5 50%               15 Job Stress  

#6 27%                 8 Retirement  

#7 23%                 7 Spouse/Partner  

*The researcher tabulated the responses as significant if they were assigned a 5,4,3 
ranking (meaning absolutely relevant, very relevant, relevant) and included them in the 
percentages shown. In contrast, the researcher deemed scores of 2 or 1 to be insignificant 
(i.e., somewhat relevant or not at all relevant) and did not include those responses in the 
percentage calculated in Table 11.  

 In addition to the overall results above, Figure 2 shows the results for all, male, 

and female. The figure illustrates the percentage of respondents who rated the reasons to 

leave the Space Force as a 3, 4, or 5 on the Likert scale provided in the survey. The 

percentages are of those who responded that it was relevant, very relevant, or absolutely 

relevant as reasons for leaving the Space Force.  The last two columns break down the 

percentages of responses from males (n = 12) and females (n = 18) who selected those 

categories as their reason for leaving the Space Force.  
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Reasons Guardian Millennials Left the Space Force

Further, the researcher analyzed 15 distinct demographic groups regarding the reasons 

guardians left the Space Force and found no significant differences (see Appendix D for 

more information on these groups).

Research Question 3 Findings

Research Question 3: What organizational values does the USSF need to adopt or 

change to create a culture to improve the retention of guardians?

Result: Although the sample size was small and not representative of the population 

of former Space Force guardians, the Space Force leadership needs to ensure it prioritizes 

satisfying the top two values identified in the survey of Space Force guardians: the

instrumental and cognitive aspects of the job. The Space Force also needs to more clearly 
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define what it means by "connection," further explain its meaning and intent, and 

demonstrate its impact on the Space Force mission.  

Finally, the top two reasons Space Force guardians left the service were leadership 

and job satisfaction. The Space Force can conduct an exit survey to determine whether 

my findings are consistent with the broader population of former guardians. In addition to 

an exit survey, leadership and job satisfaction could be explored through interviews and 

focus groups. However, the leadership issues and job satisfaction may be more indicative 

of the former guardians’ unwillingness to embrace a new lifestyle with new or different 

values or discomfort with military service culture. Though one can infer from the small 

attrition rate that the majority of the guardians are comfortable with the leadership and 

satisfied with their positions.  

Summary 

Former Space Force guardians valued instrumental benefits, such as tangible and 

functional benefits like salary, benefits, and job security, as their top workplace 

preferences. In a very close second, former Space Force guardians valued cognitive–

intrinsic, which meant they prioritized the inherent psychological satisfactions of their 

jobs over purely material or extrinsic rewards. They were driven by work that was 

interesting, challenging, and intellectually stimulating, and personally rewarding. This 

was notable in the literature review, which found that Baby Boomers and Gen X 

primarily emphasized job security and salary. In contrast, guardian Millennials preferred 

both extrinsic and intrinsic benefits from their work. Despite Millennials being known as 

the generation that seeks purpose, meaning, and intellectual stimulation at work 

(MarchMcLennon, 2024), studies on Millennials have shown that they prioritize 
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instrumental values over cognitive, social/altruistic, and prestige values (Davis, 2016; 

Bolton, 2018; Papavasileiou & Lyons, 2014). The former guardians surveyed were no 

different.  

The next finding was the Space Force core values assessment. Space Force 

guardians embraced the Space Force core values, with character most experienced, 

followed by connection, then commitment, and courage. The last two core values, 

courage and commitment, did not rate nearly as high as character and connection. 

The relationship showing that the Space Force core value of connection was 

inversely related to the personal work values preferences of instrumental, cognitive, and 

social/altruistic was significant. The other three core values (character, courage, and 

commitment) were tested using Spearman's rho, but none showed significant correlations.  

As for the Person-Organization Fit model, the theory was that the more aligned a 

person’s personal values were with the organization's values, the more inclined they 

would be to stay with the organization. The data did not show that. For guardians who 

left the Space Force after serving less than 10 years, personal and organizational values 

were more strongly related than those who served more than 10 years. An additional 

factor in the study was that the former guardians who served more than six years all came 

from other services and were transferred to the Space Force from those services because 

the Space Force was established in 2019. Ultimately, the relationship between personal 

and organizational values was not observed, possibly due to various factors that warrant 

consideration in future research. However, the knowledge gained from understanding 

how personal and core values are experienced was transformative for the researcher. 
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The last section examined the reasons former Space Force guardians left the 

Service. The top two reasons for leaving were leadership and job satisfaction. The 

researcher did not ask the respondents which aspect of leadership needed improvement, 

nor how they would go about doing so. Knowing what the former guardians rated as 

highest and lowest on preferred workplace values, and the range of experiences they had 

with core values, could help leadership implement an intervention to clarify issues and 

prevent premature exit from the Space Force. 

Based on the 30 survey responses, guardians preferred instrumental values, 

meaning they valued tangible, functional aspects of the job, such as benefits, salary, 

feedback, convenient work hours, recognition, variety in work, job security, and access to 

information. Further assessing the ratings outside the four Lyons Work Value Survey 

categories showed that the elements the guardians selected, with a mean of 4.0 or above, 

were all instrumental, with the addition of freedom of how to do the work and spend their 

time (cognitive category) and doing work that makes a significant impact on the 

organization (prestige category).  

The correlation between personal workplace preferences and core values was 

significant, with instrumental, cognitive, and social/altruistic values showing inverse 

relationships with connection. The relationship was inverse, meaning that when guardians 

showed a greater preference for instrumental, cognitive, and social/altruistic values, the 

core value of connection, defined as engaging everyone with respect and honesty, 

received lower ratings. As the literature shows, this could be due to inauthentic 

relationships and connections prescribed in some work settings. Guardians may feel they 

do not have to make connections but can get by with just doing the job (Dong, 2024).  
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The inverse is also true: when former guardians rated connections higher, the 

personal workplace value categories of instrumental, social/altruistic, and cognitive were 

rated lower overall. That could indicate that guardians who value problem-solving and 

mission accomplishment by soliciting many varied opinions and prioritizing an honest, 

authentic working environment, prioritized this method over their own personal work 

values of instrumental, social/altruistic, and cognitive. These guardians put connection at 

the forefront of problem-solving, with their personal values taking a back seat to serve a 

common objective larger than themselves (Guardian Ideal, 2024).  

Among the 30 survey respondents, guardians most strongly identified with the 

core value of character. Connection was a close second with commitment and courage in 

the rear (see Table 12). Leaders can use this information to understand that integrity, 

honesty, and candor (describe character) and respect, honesty, and authenticity (describe 

connection) are prevalent, but achieving bold goals and learning from experiences 

(commitment) and being steadfast and standing up for what is right (courage) are not 

experienced as often. To fill the gap, leaders can point to additional examples of 

commitment and courage. Further, leaders can recognize guardians who exemplify core 

values and share their stories publicly. Space Force training can more robustly articulate 

the meaning of the core values and include routine highlights in commander’s calls, 

providing examples of guardians who exemplify them.  

This finding, an inverse relationship, should be studied further. Based on the fact 

that guardians in this study cited leadership and job satisfaction as the primary reasons for 

leaving the Space Force.  
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Table 12 

Ranked Survey Responses n = 30 

Reasons guardians left the 
Space Force 

What guardians personally 
preferred from a workplace 

What organizational core 
values did guardians 

experience? 

Leadership Instrumental Character 

Job Satisfaction Cognitive Connection 

Work/Life Balance Social/Altruistic Commitment 

Job Assignment Prestige Courage 

Job Stress   

Retirement   

Spouse/Partner   

 

The Space Force can use this data to better understand why guardians are leaving 

the service and to identify leadership focus areas for intervention before they exit. 

Leaders can focus on what is known about their workforce's personal preferences and 

explain when those preferences may conflict with the Space Force's preferences. For 

Space Force's future policy and training, the study showed that the former guardians 

preferred instrumental and cognitive personal values, so Space Force leaders should 

prioritize these two areas and train and educate the guardians on what the core value of 

connection means in practice. Leaders should also focus on the top two reasons guardians 
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left the Space Force: leadership and job satisfaction. These two areas can be improved 

given focused leadership attention.  

Summary 

 The results of this study showed that guardians preferred instrumental, cognitive, 

social/altruistic, and prestige values in that order. In the Space Force core values, 

character is experienced most, followed by connection, commitment, and courage. The 

relationship between personal workplace preferences and core values was weak, except 

for an inverse relationship between the personal values of instrumental, cognitive, and 

social/altruistic, and the core value of connection. This finding may indicate that when 

guardians are focused on instrumental, cognitive, or social/altruistic goals, they care less 

about their interactions with teammates. That is, they do not rely on connection. The core 

value of connection could help guardians engage with others in ways that improve their 

reputation, leading to better promotion opportunities. Instead, they may care more about 

those work preferences than engaging with others, whom they may perceive as 

inauthentic.  

The reasons for leaving the Space Force were clear across all demographics: 

leadership and job satisfaction were consistently number one and number two. As for the 

Person-Organization Fit model, the theory was that the more aligned a person’s personal 

values are with an organization's values, the more included they would feel and the more 

likely they would be to remain in the organization. The data did not show that. For 

guardians who left the Space Force after serving less than 10 years, personal and 

organizational values were more strongly related than those who served more than 10 

years. Therefore, the relationship between personal and organizational values was not 
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observed, but the knowledge gained from understanding personal values and the core 

values experienced was useful to the Space Force. Based on these findings, the next 

chapter will propose solutions and discuss the implications.   
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CHAPTER FIVE: DISCUSSION  

 The United States Space Force (USSF) is only six years old. It has benefited from 

the novelty of being the newest military service in 70 years and has robust recruitment 

and retention. However, it is competing with a burgeoning space industry and a 

millennial workforce known to leave jobs faster than previous generations. To prepare the 

Space Force for a potential future retention problem, this study used two survey tools: 

one to measure personal core values and the other to measure experienced core values 

within the Space Force. These were used to assess alignment between personal and 

organizational values, which was touted as a retention indicator in the Person-

Organization Fit Model (Chatman, 1989). Although the data did not align, former 

guardians who stayed in the Space Force less than 10 years rated the experienced core 

values higher than those guardians who stayed in the service longer. Further research is 

needed on the relationship between personal and workforce core values to determine 

whether they may affect job retention.  

How These Findings May Be Used: Recommendations 

 This study’s findings showed that leadership and job satisfaction were the reasons 

former guardians left the Space Force. These data are useful for educating Space Force 

leaders on their role in supporting retention through positive leadership engagement and 

improving job satisfaction. Leaders should focus on improving leadership and job 

satisfaction among the guardians. Ways leaders can do that include improving 

communication with their guardians and getting to know their team through one-on-one 

meetings, asking about their professional goals and any personal or professional problems 



CULTURE EFFECTS ON SPACE FORCE GUARDIAN RETENTION   85 

 

 

 

they are facing (PeopleBox.ai, 2025). Leaders should also provide constructive criticism 

using non-confrontational, nonjudgmental language to minimize their employees’ 

defensiveness and suggest ways to improve job performance (Peoplebox.ai, 2024). 

Former guardians appreciated authenticity and genuine help and wanted the information 

needed to do a good job in support of mission success.  

Leadership should also provide ample recognition for a job well done and provide 

routine feedback. Millennials reported that they would be 79% more loyal to an 

organization if it provided recognition (Miller, 2019). In addition to quarterly or annual 

awards, leaders should consistently provide compliments, public recognition, and verbal 

feedback. Finally, Millennials do not subscribe to the authoritarian rule of the past. The 

role of the Millennial guardian leader is more like a mentor or coach (Allemand, 2026). 

The more approachable and communicative the leader is, the more engaged Millennials 

will be with the leader and the organization, enhancing their view of leadership and job 

satisfaction (Allemand, 2026). The military is known for its directive approach during 

basic and technical training, where competence is low and indoctrination into the 

organization is extensive. Once the initial training is complete, the guardians graduate to 

a more coachable, mentee role, where they engage in discussions with their leadership. 

Like their Millennial civilian counterparts, Millennial guardians stated in their survey 

comments that they want a more robust relationship with their supervisor and more 

feedback. 

Leaders can also improve job satisfaction by addressing guardians' personal 

preferences regarding work values. Using the study results as a template, leaders can take 

the list of all the preferences that scored a 4.00 or above on the Lyons Work Value Survey 
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such as: Balance (4.30), Benefits (4.23), Freedom (4.23), Information (4.03), Feedback 

(4.00), Variety (4.00), and Impact (4.00) and focus on those values. The values that are 

top-ranked and directly impact job satisfaction, that is, ones that provide a “pleasurable or 

positive emotional state, resulting from the appraisal of one’s job experiences (Locke, 

1976, p.1), should be addressed first according to the Guardian survey results. Leadership 

will not be the same for each team or each person. Though there are thousands of 

guardians in the Space Force, each has a supervisor who can administer the survey and 

provide personal, one-on-one feedback. To the greatest extent possible, leadership style 

should be tailored to the individual to achieve the greatest impact (Xactly.com, 2016), 

based on the guardian's competencies, motivation, and values. The approach will be a 

subjective call and will be the responsibility of the supervisor leader.  

 This difference in values extends beyond generational differences (which are also 

not homogeneous). Not all Millennials value the same things, nor do Millennials from 

different countries. As it turns out, many variations on the Lyons Work Value Survey have 

been tested on at least 24 different demographics (Portsmouth, 2016). Those ranged from 

students to professionals, spanning the world and conducting surveys in many countries. 

There was a wide variety of selections, even among the Millennials. The only significant 

finding was that all Millennial groups selected prestige as the lowest value. That was true 

for the former guardians, too. This data will support future Space Force studies on 

personal value preferences and add to the body of knowledge on Millennial preferences.  

Limitations of the Study 

The main limitations of the study were its small sample size and the fact that it 

was not administered to active Space Force guardians. In addition, the researcher only 
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analyzed data on Millennials. The next generation of guardians will be Generation Z. 

That, too, may be a valuable cohort to study.  

Strengths of the Study 

This study provided a pathfinder for the Space Force to better understand the 

guardians. The Lyons Work Value Survey, a validated and reliable tool, would be useful 

to the Space Force in better understanding its members. Also, there has not been a survey 

about how the Space Force's core values are experienced.  This would be a good indicator 

for active-duty guardians and their commands. Finally, this study identified reasons why 

some guardians left, which could be used to intervene and retain active-duty guardians 

before they leave.   

How the Space Force Can Use the Findings 

This study can provide the Space Force with three tools to understand guardians: 

the Lyon’s Work Value Survey, the core values survey, and a survey on reasons for 

leaving or staying in the Space Force. These can be used on a larger sample, making the 

study more statistically significant. Specifically, the work value preferences could be 

used to inform a new commander about his/her new team members.  The core value 

findings indicated that education could help improve commitment and courage. Also, the 

findings showed that the Space Force should focus on leadership communication to 

increase job satisfaction and retention. Since both can be addressed through soft skills 

and additional leadership training, neither is as costly as bonuses and additional 

recruitment.   

Proposed Solutions 
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The Space Force should use Lyon’s Work Value Survey and a revised Space Force 

Core Value Survey to screen potential guardians to avoid leadership and job satisfaction 

issues later. By assessing recruits and active Space Force guardians to determine whether 

they align with their personal and Space Force core values, a filter can be used to include 

follow-up questions to assess whether the person and organization are a good fit. For 

active guardians who do not align, their supervisor could provide additional mentoring 

and feedback to help prevent them from leaving the Space Force, if desired. The selected 

leadership engagement style should align with the guardians’ values. Additionally, the 

leaders should focus on what is important to the guardians. Together, these leadership 

styles and individual focus should improve job satisfaction, thereby increasing retention 

(Burns, 1978; Lowney, 2003; Northouse, 2019; Bolton, 2018; Rawashdeh et al., 2015; 

Sabri et al., 2011).  

Which leadership style aligns best with guardians could be the subject of a future 

study. To date, retention has not been a problem, but it may become one in the future. The 

good news is that the Space Force may not have to spend $4.7 million on retention 

programs (Air Force Times, 2024) if it can improve their leadership engagement. 

Leadership was considered a problem by 30 former guardians and ranked 5th among 10 

reasons influencing officers' departure from the Space Force (Space Force Retention 

Initiatives S1P, 2024). However, this data does not necessarily indicate that the majority 

of guardians are dissatisfied with leadership.  

Implementation of the Proposed Solutions 

There are two areas to implement for this solution. The first is to use these two 

surveys and improve them. Since the survey will now focus on guardians who are still on 
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active duty, I recommend adding question 25 to Lyon’s Work Value Survey, which asks 

about supervisor support. This would make the survey more reliable and valid, as it has 

been tested hundreds of times (Bolton, 2018; Papavasileiou & Lyons, 2014). In addition, 

expanding the descriptions of the core value survey to include three questions per core 

value, rather than one, would increase reliability and validity. The second area of 

implementation would be to train leaders to administer and assess the surveys, and to 

provide them with specific tips for engaging their workforce. As this survey showed, each 

person has individual values and preferences. Although it is important to understand what 

a guardian might find engaging, it is more important for leaders to tailor their approach to 

the individual guardian for the greatest impact.  

The biggest hurdle to conducting this study for the Space Force is obtaining 

approval from the USSF leadership and the IRB. If the survey were conducted within the 

USSF, they would need to seek the appropriate approval from the Department. The 

survey would be administered online. The results of the survey would be almost 

immediate. The leadership can better understand the guardians and know which issues 

would force them to leave. The savings from retaining guardians without million-dollar 

recruiting and retention programs could be spent on training leaders in skills to improve 

job satisfaction and on adapting their leadership style to their guardians.  

Implications 

Practical Implications 

 Studying Space Force guardians who are Millennials will add to the body of 

knowledge on Millennials' characteristics and attributes. As many Millennial surveys, 

including the Lyon’s Work Value Survey, showed, there was no single category that all 
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Millennials agreed was the top priority. Millennials are not homogeneous. Many 

distinctions in experience and community values impact a person. Millennials were no 

different. This study will support additional Millennial studies on how to achieve value 

alignment to determine whether the Person-Organization fit model is theoretically sound, 

rather than what Millennials actually do. Even Millennials are more practical and will put 

up with lower organizational values to achieve their personal values. 

Implications for Future Research 

 Future research on guardian retention should focus on the workforce's highest 

priorities. The Space Force would benefit from prioritizing how to spend its $4.7 million 

on recruitment and retention. They want to know whether these surveys and leadership 

tools will address the loss of Millennials and, in the future, Generation Z. The research 

did not examine demographic variation due to the small sample size. There were also 

interesting findings showing that the Space Force core value of connection was inversely 

related to the personal values of instrumental, cognitive, and social/altruistic. That finding 

deserves further analysis to determine whether it was an error in the survey tool or a 

significant finding about human nature. The survey tool should also ask for the member's 

rank or grade. By asking only for the birth year, the assumption was made about the 

grade they were in without considering someone who might have served as a prior 

enlisted member or an older recruit.  

Implications for Leadership Theory and Practice 

 Millennials prefer authentic, caring, and coaching leadership. Although the 

military is known for directive, drill-sergeant-like leadership, it also touts servant 

leadership, in which leaders care for people and people care for the mission. The top 
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leadership styles suited to Millennials are transformational leadership (Burns, 1978), 

authentic leadership (Northouse, 2019), and servant leadership (Greenleaf, 1970), as they 

are styles that Millennials trust and engage with (Bolton, 2018; Papavasileiou & Lyons, 

2014).  

Summary of the Dissertation in Practice 

 The purpose of the study was to determine why former Space Force guardians left 

the Space Force and to offer the Space Force tools and methods to mitigate attrition. This 

study surveyed 30 former Space Force guardians to rank their personal values and the 

USSF core values they experienced, and to indicate why they left the USSF. Based on the 

Person-Organization Fit model, guardians whose values aligned with the Space Force 

values should have remained in the organization longer. That was not the case. Those 

who served more than 10 years in the military rated the USSF core values lower than 

those who served fewer years. The top two reasons the guardians reported leaving the 

USSF were leadership and job satisfaction. Though the sample size was small, not large 

enough to generalize across the USSF, the USSF could use the survey tools and the 

methodology from this study to bolster future USSF recruitment and retention programs. 

 An implementation plan to bring this solution to life would take approximately 

two years. The first year would be spent refining the two surveys and assessing the 

validity and reliability of an updated core value survey. Then the Space Force would need 

to put the survey on a platform usable across the Space Force. Finally, the Space Force 

would provide training and instruction to commanders and first sergeants during their 

training to ensure they know how to administer the survey and provide feedback.  Since 

Millennials are more successful in one-on-one, authentic personal relationships, 
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commanders and first sergeants will need to understand how to engage with Millennial 

guardians through a training aid developed by Space Force personnel and the training 

organization, or conduct focus groups, which are more efficient than one-on-ones. 

Together, these ideas will require additional resources and time; likely, it will take two 

years to implement.  

 To evaluate whether this technique is successful, we will examine the Department 

of the Air Force (including the Space Force) Retention Survey now and then assess 

leadership and job satisfaction after the survey tools are implemented. Any improvements 

in those areas could be attributed to increased, focused engagement, but not solely to it. 

So, they would also need to conduct a survey to ask the guardians whether the new tools 

were effective in improving leadership engagement and job satisfaction. Finally, the study 

will increase the body of knowledge for Millennials in the workplace. A survey on 

guardian personal values and their correlation with Space Force core values has not been 

conducted previously. This study provides information on one way to improve retention. 

It will positively impact Space Force retention because, according to the Person-

Organization Fit Model, the more a person’s values align with the organization's values, 

the longer they stay in a job. Though the guardians did not show longer retention among 

those with alignment, those who stayed did so because their personal values and what 

they received from the Space Force outweighed their misalignment with the organization. 

This study’s findings can mitigate the impact of the contributing factors affecting 

retention: leadership and job satisfaction, by providing tools the Space Force can use.     
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responding to an email from the IRB office. If you do not respond, your project will 
be considered completed and closed. 

  
If you wish to appeal the Board’s determination and/or the Board’s required changes to 
your study or study documents (as applicable), you may do so by submitting a Request 
for Modifications in InfoEd. If you have questions about this approval or filing an appeal, 
please contact the IRB at irb@creighton.edu or 402-280-2126.  
 

Recruitment Invitation 

Facebook/LinkedIn (I will use this template for both social media platforms) 

ATTENTION FACEBOOK/LinkedIn FRIENDS: I am conducting research as part of the 
requirements for a Doctor of Education degree at Creighton University. The purpose of 
my research is to explore how organizational culture affects the retention of United States 
Space Force Guardians. To participate, you must have served, but are no longer serving, 
as a Guardian in the United States Space Force. Participants will be asked to complete an 
anonymous online survey, which should take about 15 minutes. If you would like to 
participate and meet the study criteria, please click the link provided at the end of this 
post. There will be two questions to determine if you meet the participation criteria, then 
a consent document. Please review this page, and if you agree to participate, click the 
blue arrow to proceed to the survey. 

You may access the survey at this link: Take the Survey 

Or copy and paste the URL below into your internet browser: 
https://blueq.co1.qualtrics.com/jfe/preview/previewId/386250fa-da84-4a4d-85d6-
787be46b3282/SV_9n4Wuay6UBwfqWq?Q_CHL=preview 

 

Informed Consent 

You consent to this study by clicking on the link to the survey. Click here to 
read the Bill of Rights for Research Participants (shown below). 
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Bill of Rights for Research Participants 

As a participant in a research study, you have the right: 

1. To have enough time to decide whether or not to be in the research study, 
and to make that decision without any pressure from the people who are 
conducting the research. 

2. To refuse to be in the study at all, or to stop participating at any time after 
you begin the study. 

3. To be told what the study is trying to find out, what will happen to you, and 
what you will be asked to do if you are in the study. 

4. To be told about the reasonably foreseeable risks of being in the study. 

5. To be told about the possible benefits of being in the study. 

6. To be told whether there are any costs associated with being in the study and 
whether you will be compensated for participating in the study. 

7. To be told who will have access to information collected about you and how 
your confidentiality will be protected. 

8. To be told whom to contact with questions about the research, about 
research-related injury, and about your rights as a research participant. 

9. If the study involves treatment or therapy: 

a. To be told about the other non-research treatment choices you have. 

b. To be told where treatment is available should you have a research-related 
injury, and who will pay for research-related treatment. 

You may access the survey at this link: Take the Survey 

Or copy and paste the URL below into your internet browser: 
https://blueq.co1.qualtrics.com/jfe/preview/previewId/386250fa-da84-4a4d-
85d6-787be46b3282/SV_9n4Wuay6UBwfqWq?Q_CHL=preview 
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Survey Questions and Answer Scales 

Survey Questions and Answers will be completed on Qualtrics.  

Each question will have the relevant Likert scale adjacent to it.  

INSTRUCTIONS: The following questions relate to the various factors that people 
consider to be important in their work. People use these factors in making 
important decisions about their jobs and careers. They are not all considered to be 
equally important and different people place importance on the different factors. 
Please read each of the items listed in the section below and indicate HOW 
IMPORTANT each would be to you in deciding to accept a potential job or stay in a 
job. Please try to think about jobs in general, rather than your actual current job. 

 

Not at all important Somewhat 

important 

Important Very Important Absolutely 

essential 

1 2 3 4 5 

Having BENEFITS (e.g. vacation pay, health/dental insurance, pension plan, etc.) that meet 
your personal needs 

Doing work that makes a SIGNIFICANT IMPACT on the organization 

Having the AUTHORITY to organize and direct the work of others 

Working on tasks and projects that CHALLENGE your abilities 

Having management that provides timely and constructive FEEDBACK about your 
performance 

Working with agreeable and friendly CO-WORKERS with whom you could form friendships 

Working in an environment that is lively and FUN 

Having the opportunity to CONTINUOUSLY LEARN and develop new knowledge 

Having the assurance of JOB SECURITY 

Having HOURS OF WORK that are convenient to your life 

Doing work that you find INTERESTING, exciting and engaging 

Having the FREEDOM to make decisions about how you do your work and spend your time 

Working in an environment that allows you to BALANCE your work life with your private 
life and family responsibilities 
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Having access to the INFORMATION you need to do your job 

Doing work that is PRESTIGIOUS and regarded highly by others 

Doing work that affords you a good SALARY 

Doing work that provides change and VARIETY in work activities 

Working where RECOGNITION is given for a job well done 

Doing work that allows you to USE the ABILITIES you have developed through your 
education and experience 

Having the opportunity for ADVANCEMENT in your career 

Doing work that provides you with a personal sense of ACHIEVEMENT in your 
accomplishments 

Doing work that allows for a lot of SOCIAL INTERACTION 

Having the ability to INFLUENCE organizational outcomes 

Doing work that allows you to HELP PEOPLE 

 

Think back to the time you served in the Space Force. The next questions relate to 
how you experienced the Space Force’s core values as a team member or leader.  

 

Never Rarely Sometimes Often Always 

1 2 3 4 5 

While serving in the Space Force, I could act with INTEGRITY, HONESTY, and CANDOR. 

While serving in the Space Force, I could ENGAGE everyone with RESPECT, HONESTY, 
and AUTHENTICITY. 

While serving in the Space Force, I could WORK to ACHIEVE BOLD GOALS and could 
LEARN from my EXPERIENCES. 

While serving in the Space Force, I could be STEADFAST and STAND UP for what was 
right.  

 

The next questions relate to your reason(s) for leaving the Space Force. Please read 
the questions and rate HOW RELEVANT this factor was on your decision to leave 
the Space Force.  
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Not at all relevant Somewhat 

relevant 

Relevant Very Relevant Absolutely 

Relevant 

1 2 3 4 5 

I was ELIGIBLE for RETIREMENT from the Space Force.   

The choice of JOB or ASSIGNMENT LOCATIONS influenced my decision to leave the 
Space Force.  

The difficulty in maintaining WORK/LIFE BALANCE influenced my decision to leave the 
Space Force.  

My SPOUSE/PARTNER’s EMPLOYMENT or JOIN SPOUSE considerations influenced my 
decision to leave the Space Force.  

My overall JOB SATISFACTION influenced my decision to leave the Space Force.  

Poor or disconnected LEADERSHIP influenced my decision to leave the Space Force.  

JOB STRESS influenced my decision to leave the Space Force.   

OTHER REASONS not previously listed influenced my decision to leave the Space Force. 
What is the main reason you chose to leave the Space Force?  Please type your answer into the 
comment box.  
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Appendix B 

Children 

The demographic question asked whether they had any children under 21 when 

they left the Space Force, and, if so, how many and in which age range. The age 

ranges were 0-5, 6-10, 11-15, and 16-20 years old. The general results below show 

that 19 (63%) respondents had no children and 11 (37%) had children. Of the 11 who 

had children, 6 were male (55 %), and 5 were female (45%).  

Further, data of the 11 respondents with children showed, male = M, female = F: 

0-5 years old – 3 respondents each had 2 children this age (M, M, F) 

6-10 years old – 4 respondents had 1 child each this age (M, F, F, F) 

11-15 years old – 1 respondent had 1 child this age (F) 

16-20 years old – 2 respondents had 1 child each this age (M, M) 

2 children 0-5 years old and 2 children 6-10 years old, one respondent (M). 

Due to the small sample size, this data will not be used to calculate findings for guardians 

with or without children.   
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Appendix C 

 

Reasons for Leaving the Space Force 

 

The first column in Tables C1-C3 below repeats the full set of n = 30 responses to 

facilitate comparisons with the subcategories. Further, Table C4 lists all the write-in 

responses from the guardians regarding their top reasons for leaving the Space Force. All 

female guardians with children rated leadership as 5 of 5 (100%) as relevant to why they 

left the Space Force. Job satisfaction as a close second, with four “5”’s and one “4.” All 

male guardians without children were emphatic about job satisfaction, rating it 100% 

with all “5”s.   

From the literature review, articles identified differences in retention among males 

and females, by marital status, and by whether a person had children. There was also a 

Person-Organization Fit Model that stated that the more aligned a person’s personal 

values were with the organization’s values, the more satisfied the person was with 

working in the organization, which would lead to better organizational retention.  

Previous studies and theory led the researcher to expect differences in responses by 

gender, marital status, whether respondents had children, and the length of time 

respondents had served in the Space Force (less than 10 years). Therefore, the researcher 

divided the data set for each of the three research questions into 15 subcategories to 

determine whether commonalities across these demographic categories warranted further 

study. The 15 subcategories were as follows: 1) all 2) female 3) male 4) marital status – 

yes, 5) children – all, 6) female with children, 7) female with no children, 8) male with 

children, 9) male with no children, 10) all – 10 years and less service, 11) all – greater 
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than 10 years service, 12), female 10 years and less service, 13) female greater than 10 

years service,  14) male 10 years and less service, 15) male greater than 10 years service. 

These subcategories were used to determine whether Space Force guardians made 

decisions similar to those reported in the literature review regarding gender, marital 

status, and years in the profession. The results of this data are in this Appendix. However, 

they are not statistically reliable due to small sample sizes (ranging from n = 4 to n = 21). 

Nevertheless, the data were provided to inform and to pose questions for follow-on 

research. 

Table C1 

Ranking for Reasons to Leave the Space Force: Various Demographics (Part 1) 

Reason 

 

n = 30 

All 

n = 18 

Female 

n = 12  

Male 

n = 19 

Married 

n = 11 

w/Children 

Leadership 90% 89% 92% 90% 91% 

Job Satisfaction 90% 89% 91% 94% 91% 

Work/Life 
Balance 

63% 72% 50% 63% 45% 

Job Assignment 57% 50% 67% 58% 82% 

Job Stress 50% 72% 16% 32% 36% 

Retirement 27% 22% 33% 37% 45% 

Spouse/Partner 23% 33% 8% 32% 36% 

 

Table C2 

Ranking for Reasons to Leave the Space Force: Various Demographics (Part 2) 
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Reason n = 30 

All 

n = 5 
Female 
w/Children 

n = 6 
Males 
w/Children 

n = 13 
Females 
w/no 
children  

n = 6 
Males 
w/no 
Children 

Leadership 90% 100%* 84% 85% 100% 

Job Satisfaction 90% 100% 84% 84% 100%* 

Work/Life 
Balance 

63% 60% 34% 76% 66% 

Job 
Assignment 

57% 80% 84% 31% 50% 

Job Stress 50% 80% 17% 69% 34% 

Retirement 27% 40% 50% 15% 17% 

Spouse/Partner 23% 40% 17% 31% 0% 

Note. *Emphatic response - all respondents responded with a 5. 

Table C3 

Ranking for Reasons to Leave the Space Force: Various Demographics 

Reason n = 
30 

All 

n = 21  

All 10 or 
fewer 
years of 
service 

n = 13 
Femal
es 10 
or less 
years 
of 
service 

n  = 8 
Males 
10 
years 
or less 
servic
es 

n = 9 
All 
greate
r than 
10 
years 
of 
servic
e  

n = 5 
female
s with 
greater 
than 
10 
years 
of 
service 

n = 4 
Males 
with 
greate
r than 
10 
years 
of 
servic
es 

Leadership 90% 91% 85% 100% 89% 100% 75% 

Job 
Satisfaction 

90% 91% 84% 100% 89% 100% 75% 

Work/Life 
Balance 

63% 71% 76% 63% 44% 60% 25% 
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Job 
Assignment 

57% 48% 47% 51% 77% 80% 100% 

Job Stress 50% 53% 69% 26% 44% 80% 0% 

Retirement 27% 14% 15% 13% 56% 40% 75% 

Spouse/Partner 23% 24% 31% 13% 22% 40% 0% 

 

Table C4 

Written Comments on Why Former Guardians Left the Space Force 

Categories Comments 

Leadership Poor leadership, distrust in leadership, 
toxic work environments, lack of career 
mentoring and feedback, no teamwork 
being developed, lack of values deployed, 
no mission focus, lack of clarity, 
supervisors that did not know they were 
my supervisor, toxic award culture, 
awarding write-ups versus actions, “bro-
culture” negativity, lack of trust, lack of 
accountability, lack of punishment for 
sexual harassment, not conducive to “get 
the job done” environment  

Workforce Development Poor talent management, future outlook 
for cyber workforce clumped in with 
others, promotions based on time not 
merit, supra coder trained – set back in 
career to train, no continuing training 
pipeline, no clear expectations, 
generalizing all officers into one career 
field, future outlook of cyber in the space 
force, no vetting system to determine 
authenticity of statements made during 
the Guardian Assignment Timeline, lack 
of career growth, rank obsession. 
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Mental Healthcare and Healthcare Lack of mental healthcare, better 
healthcare, disregard for sleep, and health 

Compensation Financially, I cannot support my family. 
My pay is not commensurate with 
industry roles; I earn more as a civilian 
doing the same job as the military. 

Organization  SPAFORGEN commitments, bad 
scheduling, poor organizational structure, 
and constant organizational change 

Opportunities Left for medical schools, better 
opportunities outside USSF, people who 
do not have opportunities on the outside 
stay in, and make the good leave 

Job Assignment  Wanted to move only when I wanted, 
lack of locations because the Space Force 
is so small 

COVID Refusing the COVID vaccine mandate 
aftermath/fallout 

Spouse/Partner Spouse/partner employment, no support 
for partner if not married, not stationed 
with spouse, wanted to be co-located with 
spouse. 
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Appendix D 
 

Findings within Subcategories 

For each Research Question, the survey provided additional information not 

included in the primary study due to the small sample size. However, to provide 

additional information for future research, here are the data.   

Research Question 1 Results 

Instrumental was ranked highest in the n = 30 sample, and all but two of the 

demographic subcategories. In addition, the researcher categorized the findings into 15 

separate demographic categories for the Lyons Work Value Survey and found the 

following notable differences in workplace preferences compared with the n = 30 results.  

Instrumental was ranked highest in every demographic category, except among males 

with no children (3.91 cognitive compared to 3.75 instrumental) and among males with 

more than 10 years of service (3.91 cognitive compared to 3.78 instrumental). For these 

survey respondents who ranked cognitive higher than instrumental, this indicated that 

they valued the internal, psychological rewards of their work over the external, material 

ones. Work itself may have directly motivated them, and they appreciated achievement, 

intellectual challenge, the opportunity to develop new skills and knowledge, the ability to 

control how and when they performed their work, and the excitement and engagement 

that interesting work provided (Dooney, 2014).  

The lowest-ranking categories, social/altruistic and prestige, were very close in their 

means and fluctuated in ranking across many sub-demographic categories. Therefore, 

there were no other significant differences across the 15 demographic subcategories 

compared to the n = 30 sample. 



CULTURE EFFECTS ON SPACE FORCE GUARDIAN RETENTION   128 

 

 

 

Research Question 2 Results 

The higher ranking of commitment over courage among many males could 

indicate that they have prioritized sustained, long-term dedication to their personal and 

professional mastery over individual acts of bravery and risk-taking. This reflected a 

culture focused on continuous development and enduring effort, recognizing that success 

in the complex and unforgiving space domain is built on methodical expertise and 

perseverance (AI compilation from Guardian Spirit, 2023). In addition, the finding that 

females showed greater courage than men was notable.  

Though not all the groups viewed the core values in this order. Compared to a 

number one ranking for character overall, male guardians with children rated connection 

(3.50) higher than character (3.20). This ranking also held for female guardians without 

children; they rated connection (3.50) higher than character (3.20). All the guardians who 

served for more than 10 years also rated connection (3.33) higher than character (3.20). 

For guardians with over 10 years of service, this could imply that the longer a person is a 

member of the organization, the more biased they are toward group norms rather than 

their individual standards. 

In contrast, childless males rated character as very high (4.50). The bottom two 

ratings, courage and commitment, fluctuated across subgroups but were consistently the 

lowest-rated core values. Some notable findings were that the female guardians rated 

courage (3.22) higher than commitment (3.11). Whereas the males ranked courage (2.50) 

much lower than commitment (2.70).  

The higher ranking of females for courage compared to commitment could imply 

that they experienced the Space Force differently than the males. For them, the Space 
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Force emphasized bold, proactive, and risk-tolerant action rather than the long-term, 

incremental process of professional mastery. This prioritization highlighted the need for 

fearless decision-making in a rapidly evolving space domain, viewing courage as the 

primary catalyst for progress (AI from Guardian Spirit, 2023). 

Personal Work Values Correlations to Space Force Core Values Findings 

Since connection was the top core value experienced by male guardians with 

children, by females with no children, and by overall guardians who had served for more 

than 10 years in the military, the significant inverse relationship with instrumental, 

cognitive, and social/altruistic could mean that once connections were made, colleagues 

could engage others with respect, honesty, and authenticity (Space Force definition of 

connection (Guardian Ideal, 2023) then the work preferences of instrumental (salary, 

benefits, recognition) cognitive (challenging work and having freedom, and 

advancement), and social/altruistic (social interactions, helping people, and having fun), 

were less necessary in the work environment. In contrast, those with preferences for 

instrumental, cognitive, and social/altruistic values did not require workplace connection 

(Lyons, 2010, 2013). 

Research Question 3 Findings 

The final findings were notable for the differences in the top reasons for leaving 

among male and female service members who had served for over 10 years. The male 

category with over 10 years in service rated job assignment as more relevant than 

leadership and job satisfaction. Females with over 10 years of service rated leadership 

and job satisfaction as more relevant than job assignment (see Table C-3).   
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Appendix E 
 

Proposed Survey Questions for Guardians Part 1 
 

Revised From Appendix A 
(added last question regarding supervisor) 

 
SURVEY QUESTIONS AND ANSWER SCALES 

Survey Questions and Answers will be completed on Qualtrics.  
Each question will have the relevant Likert scale adjacent to it.  

 
INSTRUCTIONS: The following questions relate to the various factors that people 
consider to be important in their work. People use these factors in making 
important decisions about their jobs and careers. They are not all considered to be 
equally important and different people place importance on the different factors. 
Please read each of the items listed in the section below and indicate HOW 
IMPORTANT each would be to you in deciding to accept a potential job or stay in a 
job. Please try to think about jobs in general, rather than your actual current job. 

 

Not at all important Somewhat 

important 

Important Very Important Absolutely 

essential 

1 2 3 4 5 

Having BENEFITS (e.g. vacation pay, health/dental insurance, pension plan, etc.) that meet 
your personal needs 

Doing work that makes a SIGNIFICANT IMPACT on the organization 

Having the AUTHORITY to organize and direct the work of others 

Working on tasks and projects that CHALLENGE your abilities 

Having management that provides timely and constructive FEEDBACK about your 
performance 

Working with agreeable and friendly CO-WORKERS with whom you could form friendships 

Working in an environment that is lively and FUN 

Having the opportunity to CONTINUOUSLY LEARN and develop new knowledge 

Having the assurance of JOB SECURITY 

Having HOURS OF WORK that are convenient to your life 
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Doing work that you find INTERESTING, exciting and engaging 

Having the FREEDOM to make decisions about how you do your work and spend your time 

Working in an environment that allows you to BALANCE your work life with your private 
life and family responsibilities 

Having access to the INFORMATION you need to do your job 

Doing work that is PRESTIGIOUS and regarded highly by others 

Doing work that affords you a good SALARY 

Doing work that provides change and VARIETY in work activities 

Working where RECOGNITION is given for a job well done 

Doing work that allows you to USE the ABILITIES you have developed through your 
education and experience 

Having the opportunity for ADVANCEMENT in your career 

Doing work that provides you with a personal sense of ACHIEVEMENT in your 
accomplishments 

Doing work that allows for a lot of SOCIAL INTERACTION 

Having the ability to INFLUENCE organizational outcomes 

Doing work that allows you to HELP PEOPLE 

Working for a SUPERVISOR who is considerate and SUPPORTIVE 

 

Modified Table 1 

 

Lyon’s Work Values Preferences Categories with Supervisor Question Added 

 

Instrumental      Cognitive 

Benefits     Challenge 

Feedback     Continuously Learn 

Job Security      Freedom 

Hours of Work    Variety 
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Balance     Use Abilities 

Information     Advancement 

Salary      Achievement 

Recognition     Interesting Work 

Supportive Supervisor 

 

Social/Altruistic    Prestige 

Co-Workers     Impact 

Fun      Authority 

Social Interaction    Prestigious 

Help People     Influence 

       

(Lyons, 2010; Bolton, 2018) 

  



CULTURE EFFECTS ON SPACE FORCE GUARDIAN RETENTION   133 

 

 

 

Appendix F 

 

Proposed Survey Questions for Guardians Part 2 

 

REVISED FROM APPENDIX A 

(changed the lead in and added three additional questions for each USSF core value) 

This new survey tool is an expansion of the one used in this dissertation. The questions 
are derived from the Guardian Ideal (2024). The questions need to be randomized and 

tested for reliability and validity within the Space Force.  

 

The next questions relate to how you experienced the Space Force’s core values as a 
team member or leader.  

 

Never Rarely Sometimes Often Always 

1 2 3 4 5 

In the Space Force, I act with INTEGRITY, HONESTY, and CANDOR. 

In the Space Force, I am ACCOUNTABLE to the team leader and the team for my 
DECISIONS and ACTIONS.  

In the Space Force, I UPHOLD the HIGHEST STANDARDS and live our USSF values.  

In the Space Force, I ENGAGE everyone with RESPECT, HONESTY, and 
AUTHENTICITY. 

In the Space Force, I ENCOURAGE my teammates to SHARE their THOUGHTS and 
TALENTS. 

In the Space Force, I give HELP when asked and seek ASSISTANCE when I need it.  

In the Space Force, I WORK to ACHIEVE BOLD GOALS and LEARN from my 
EXPERIENCES. 

In the Space Force, I offer CANDID FEEDBACK when appropriate to facilitate GROWTH 
and IMPROVEMENT. 

In the Space Force, I embrace CHALLENGES and work to be BETTER TOMORROW than I 
am today.  
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In the Space Force, I could be STEADFAST and STAND UP for what was right.  

In the Space Force, I seek OPPORTUNITIES to INNOVATE and ENCOURAGE my 
teammates to do the same.  

In the Space Force, I SHARE THOUGHTS and IDEAS to HELP the team and the mission.  
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Appendix G 

 

Proposed Survey Questions for Guardians Part 3 

 

REVISED FROM APPENDIX A 

(changed the text to indicate a future decision/action versus a past action) 

 

The next questions relate to your reason(s) for leaving the Space Force. Please read 
the questions and rate HOW RELEVANT this factor might be in your decision to 
leave the Space Force.  

 

Not at all relevant Somewhat 

Relevant 

Relevant Very Relevant Absolutely 

Relevant 

1 2 3 4 5 

I am ELIGIBLE for RETIREMENT from the Space Force.   

The choice of JOB or ASSIGNMENT LOCATIONS influences my decision to leave the 
Space Force.  

The difficulty in maintaining WORK/LIFE BALANCE influences my decision to leave the 
Space Force.  

My SPOUSE/PARTNER’s EMPLOYMENT or JOIN SPOUSE considerations influence my 
decision to leave the Space Force.  

My overall JOB SATISFACTION influences my decision to leave the Space Force.  

Poor or disconnected LEADERSHIP influences my decision to leave the Space Force.  

JOB STRESS influences my decision to leave the Space Force.   

OTHER REASONS not previously listed may influence my decision to leave the Space Force. 
What is the main reason you might choose to leave the Space Force?  Please type your answer 
into the comment box.  
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Appendix H 

 

The Guardian Commitment 

 

 
(Guardian Spirit, Space Force Handbook 1-1, March 2024, p. 12) 
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Appendix I 

 

USSF Retention Survey Results (Space Force Retention Initiatives, SP1F, 2023). 

The data shown in the slides below are from the Department of the Air Force 

survey conducted in Fiscal Year 2022. 
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(Space Force Retention Initiatives, SP1F, 2023, slide 16). 
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(Space Force Retention Initiatives, SP1F, 2023, slide 17). 
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(Space Force Retention Initiatives, SP1F, 2023, slide 14) 


