
A strategic guide for small business success in government contracting, based on
comprehensive GAUGE survey data and market research. This document explores
how contractors can leverage technology to overcome challenges and create
competitive advantages in an evolving marketplace.
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to Level Up



The government contracting sector presents a complex picture of stability mixed with unprecedented 
uncertainty. While the overall market maintains its characteristic reliability, the operational 
environment has fundamentally shifted.
 

The market remains fundamentally stable with substantial opportunity volume, but success requires
strategic adaptation to evolving challenges and uneven budget distribution across defense and civilian
sectors.
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Critical Challenges Facing Small Contractors
Four interconnected challenge areas are reshaping the government contracting landscape, requiring strategic
responses from small and medium-sized businesses:
 

These challenges create both threats and opportunities for contractors willing to adapt strategically.
 

Political environment jumped from #3 to #1 concern keeping
executives awake at night. Optimism among contracting
leaders at 9-year low, with DOGE-era efficiency pressures
creating additional uncertainty.
 

Political Climate Crisis Compliance Burden Explosion

Market Centralization Critical Technology Gaps
GSA expanding role and centralized procurement
dominance. Government push toward commercial-off-the-
shelf solutions, with FAR simplification efforts paradoxically
creating complexity.
 

28% of companies still using Excel as primary CRM. 32% lack
market intelligence tools entirely, with poor system
integration creating operational inefficiencies.
 

CMMC 2.0 implementation creating costly cybersecurity
requirements. Enhanced business systems requirements
beyond traditional compliance, with increased regulatory
scrutiny requiring enhanced documentation.
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The political environment has emerged as the dominant concern for government contractors, representing a 
dramatic shift from previous years with measurable business impacts.
 

Contractors must develop adaptive strategies that can respond to political changes while maintaining 
operational stability and growth momentum. Traditional 3-5 year strategic planning becomes more challenging, 
requiring increased emphasis on agility and scenario planning.
 

Political Uncertainty Reaches Critical Levels

Contractor optimism fallen to lowest level in 9 years
Political environment concerns: #3 → #1 ranking
Federal spending uncertainty increased by 12%
Long-term planning horizon shortened significantly

Quantified Impact Root Causes
Increased scrutiny of government spending
Changing administration priorities
DOGE-era efficiency initiatives
Unpredictable congressional budget process
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Compliance costs can consume 5-15% of revenue for small contractors. Companies that excel at 
compliance management will gain competitive advantages as requirements continue to intensify. 

Cybersecurity Maturity Model Certification
requiring substantial investment in cybersecurity
infrastructure and processes.

CMMC 2.0 Implementation
New requirements extending beyond
cybersecurity to encompass broader operational
practices.

Enhanced Business Systems

New policies requiring enhanced documentation,
reporting, and operational transparency.

Increased Regulatory Scrutiny
More stringent documentation and compliance
monitoring.

Audit Trail Requirements

Government contractors face an increasingly complex compliance landscape that significantly 
impacts operational costs and competitive positioning, particularly challenging for small businesses.

Escalating Compliance Requirements



The government's push toward centralization and commercial solutions is reshaping traditional procurement 
patterns, requiring contractors to adapt their business development approaches.
 

Contractors must evolve their market positioning from custom solution providers to scalable, efficient service 
delivery organizations. Traditional relationship-building approaches require evolution with increased importance
of technical differentiation and innovation.
 

Fundamental Market Structure Changes

Expanding role of GSA in federal procurement
Increased emphasis on centralized contract vehicles
Shift toward standardized procurement processes
Greater importance of GSA schedule and GWAC access

GSA Centralization Impact Commercial Solutions Emphasis
Growing preference for commercial-off-the-shelf solutions
Reduced custom development opportunities
Increased competition from commercial sector companies
Need for commercial pricing and business models



The significant technology gap among government contractors creates substantial operational inefficiencies 
and competitive vulnerabilities while simultaneously providing opportunities for technology-forward 
organizations.
 

Technology-lagging contractors are increasingly unable to compete against sophisticated competitors. 
The window for competitive advantage through technology adoption is open now but finite—organizations 
must act decisively.
 

Critical Technology Adoption Failures

Excel as CRM
Still using Excel as primary CRM

system, missing opportunities for
relationship optimization

28%
No Intelligence Tools
Lack market intelligence tools

entirely, operating blind in
competitive marketplace

32%
Efficiency Gains

Potential improvement through 
AI and automation, with highest
impact anticipated for content
generation and data analysis

5-15%



Technology-enabled systematic approaches are no longer competitive advantages—they 
are competitive requirements for survival and growth in the evolving government contracting
marketplace.

Market leaders are responding to uncertainty and change by implementing sophisticated
business development practices supported by smart technology, creating measurable
competitive advantages.

Leveraging AI and automation for dramatic efficiency improvements and implementing integrated
technology platforms for seamless operations.

Technology-Enabled Efficiency

Strategic Response Requirements

Moving from intuition-based to evidence-based strategic choices with predictive analytics
for accurate forecasting and planning.

Data-Driven Decision Making

Shifting from transactional to strategic partnership relationships with value-first relationship
building approaches.

Relationship Quality Focus

Building processes that scale with business growth and creating technology-enabled efficiency
multipliers.

Scalable Process Implementation



Finding new revenue sources consistently ranks as the number one financial challenge for government 
contractors according to multi-year GAUGE data, despite the abundance of available opportunities.
 

Opportunity identification effectiveness directly correlates with business growth, win rates, and long-term 
competitive positioning. Organizations that excel at systematic opportunity identification gain fundamental 
advantages over competitors relying on manual, ad-hoc approaches.
 

Finding Needles in Digital Haystacks

7M+ contracts issued annually across hundreds of federal
agencies

Abundance without accessibility - opportunities exist but
are difficult to identify

The Fundamental Paradox

Manual analysis requirements - each opportunity can
consume hours of research

Scattered information sources requiring expertise across
multiple platforms



Raw contract data requires substantial interpretation to understand customer needs. Competitive 
landscape analysis requires cross-referencing multiple data sources, and understanding procurement 
timing requires historical pattern analysis.

Primary source for opportunity listings with complex
search interface, limited filtering capabilities, and
frequent system updates affecting usability.

SAM.gov
Historical contract award data with complex
structure requiring expertise, delayed updates, and
data accuracy issues.

FPDS

Government spending transparency platform
valuable for budget trends but not optimized
for business development use.

USASpending.gov
Each major agency maintains separate procurement
systems with unique interfaces, terminology, and
data structures.

Agency-Specific Portals

Government contract data transparency creates a complex web of information sources that 
must be navigated efficiently for competitive business development.

The Government Data Maze



Market intelligence systems provide 300-500% improvement in opportunity identification efficiency, 
40-60% improvement in qualification accuracy, 25-35% reduction in business development cycle 
times, and 15-25% improvement in win rates through better opportunity selection.

Successful contractors have moved beyond manual data gathering to implement comprehensive 
market intelligence systems that provide decisive competitive advantages.

Unified search across all government sources
Consolidated Data Integration

Strategic Response Requirements

Custom filtering based on capabilities and strategy
Intelligent Filtering

Analysis of competitor performance and patterns
Competitive Intelligence

Comprehensive relationship mapping and analysis
Customer Intelligence



Artificial Intelligence transforms opportunity identification from reactive searching to predictive intelligence,
providing fundamental advantages in competitive positioning.

AI transforms contractors from reactive opportunity response to proactive market leadership, dramatically
improving opportunity qualification accuracy and pursuit success rates.
 

AI Advantages in Opportunity Identification

AI systems analyze years of procurement data to identify
patterns humans cannot detect
Recognition of subtle correlations between budget 
Identification of agency-specific procurement behaviors

Advanced Pattern Recognition Predictive Capabilities
Machine learning models predict when agencies

      will release new solicitations
Analysis of contract expiration dates, budget 

      allocation timing, and historical patterns
Prediction of recompete timing based on incumbent
performance



Systematic implementation of advanced market intelligence capabilities requires phased deployment that 
builds capabilities progressively while demonstrating measurable value.

Market Intelligence Implementation Strategy

Document existing processes, analyze win rates, assess
market coverage gaps, and define specific intelligence
requirements.

Phase 1: Assessment & Requirements (Months
1-2)

Phase 2: Technology Selection & Integration 
(Months 3-4)

Evaluate platforms, conduct pilot testing, validate 
      data accuracy, and develop implementation 
      planning.

Create standardized evaluation processes, 
      conduct team training, and establish quality 
      assurance systems.

Phase 3: Process Development & Training 
(Months 5-6)

Analyze performance, refine criteria, optimize 
      workflows, and expand capabilities across the
      organization.

Phase 4: Optimization & Scaling (Months 7-12)



The most successful government contractors have fundamentally transformed their approach to relationship
building, shifting from transactional, request-based interactions to strategic partnerships built on mutual value
creation.

Value-first relationship building creates sustainable competitive advantages that cannot be easily replicated by
competitors focused solely on technical capabilities or pricing.

From Transactional to Strategic Partnerships

Government personnel face heavier workloads with
reduced staff, more complex technical requirements,
heightened scrutiny, and pressure to achieve mission
objectives with constrained resources.

Understanding the Modern Government
Environment

Value-First Relationship Building Strategy
Proactively sharing industry insights and 

      market intelligence
Providing technical expertise even when no immediate
opportunity exists
Assisting with challenges beyond core services
Contributing to long-term strategic planning discussions



Each relationship level provides unique value, but maximum effectiveness requires systematic integration and
coordination across all levels to create comprehensive understanding and influence throughout customer
organizations.

Successful government contractors build sophisticated relationship portfolios across multiple organizational
levels and functional areas, with each level providing different types of intelligence and influence.

Engineers, scientists, and 
technical specialists who 
understand detailed 
requirements and influence 
technical evaluation criteria.

Technical Relationships

Comprehensive Relationship Portfolio Development

Program managers and project officers
with control over day-to-day operations 
and insight into upcoming requirements.

Program Management
Senior leaders who set strategic direction,
 establish budget priorities, and influence 
major procurement decisions.

Executive Relationships

Contracting officers with deep 
understanding of acquisition 
processes and influence on 
evaluation methodology.

Procurement Specialists



Advanced government contractor CRM systems must provide mobile accessibility, communication 
integration, relationship analytics, and automated maintenance capabilities to optimize relationship 
development and management.

Track multi-directional partnership
relationships, identify complementary skills for
optimal teaming, and manage potential
conflicts between prime and subcontractor
roles.

Complex Teaming Management
Document multiple touchpoints across lengthy
procurement processes and maintain
relationship continuity through personnel
changes on both sides.

Extended Sales Cycle Management

Maintain detailed interaction records for audit
purposes, integrate gift policies and ethical
guidelines, and provide automated compliance
monitoring.

Compliance Documentation
Seamlessly connect with market intelligence
platforms, proposal databases, financial
systems, and communication tools for
comprehensive relationship management.

Integrated Intelligence

Traditional CRM systems designed for commercial sales environments often fail to meet the unique, 
complex requirements of government contracting, requiring specialized capabilities and integration.

Government Contractor CRM Essentials



Artificial Intelligence transforms relationship management from intuitive art into systematic science, providing
unprecedented insights and automation capabilities.

AI transforms relationship management from intuitive hoping to systematic excellence, enabling small 
teams to maintain enterprise-level relationship portfolios while dramatically improving relationship quality 
and business development outcomes.

AI-Powered Relationship Intelligence

AI analyzes communications to assess relationship
strength and engagement levels
Natural language processing evaluates sentiment and
identifies concerns
Communication pattern analysis reveals relationship
dynamics
Early warning systems identify relationship risks before
they become problems

Advanced Interaction Analysis Proactive Relationship Development
AI identifies key contacts for relationship development 

      through network analysis
Automated curation of valuable content for strategic
relationship maintenance
Intelligent scheduling of follow-up activities based on
relationship priority
Relationship ROI analysis to optimize investment allocation



Relationships are not networking activities or social obligations—they are strategic business 
investments requiring professional management, measurement, and optimization to generate 
maximum return and competitive advantage.

Measure opportunities directly generated
through relationships, intelligence value gained,
introductions facilitated, and pipeline velocity
impact.

Opportunity Generation Analysis
Analyze how relationship quality affects win
rates, competitive positioning, evaluation
criteria insight, and decision-maker influence.

Win Rate Correlation

Evaluate market intelligence, competitive
insights, strategic planning input, and policy
intelligence gained through relationships.

Intelligence Quality Assessment
Track time invested, resources allocated, event
participation costs, and technology
investments for relationship development.

Investment Cost Analysis

Relationships in government contracting are strategic business investments requiring systematic 
measurement, analysis, and optimization like any other critical business function.

Measuring and Optimizing Relationship ROI



Understanding the true economics of capture management and pursuit decisions is fundamental to sustainable 
growth and competitive success in government contracting.

In an environment where win rates are under pressure and pursuit costs are increasing, the ability to selectively 
pursue the right opportunities becomes a core competitive advantage and business survival requirement.

The Economics of Capture

Direct proposal development expenses
Business development investment
Resource diversion from billable work
Missed alternative opportunities
Competitive intelligence loss

Cost of Failed Pursuits Hidden Costs of "Bad Wins"
Resource strain and overcommitment
Quality and performance risks
Cash flow and financial stress
Reputation and reference damage
Strategic positioning harm

Nothing is more expensive than a lost bid, followed closely by winning a bid that's bad for your business.



These quantitative factors must be combined with qualitative assessment of customer relationships, competitive
landscape, technical risks, and strategic considerations to make optimal pursuit decisions.

Effective go/no-go decisions require comprehensive, systematic criteria that reflect both quantitative analysis
and qualitative strategic assessment.

Determine alignment with objectives, market 
expansion value, and capability development

Strategic Value Assessment

Systematic Decision Framework for Pursuit Excellence

Analyze historical performance, relationship 
strength, and competitive positioning

Win Probability Assessment

Calculate total pursuit cost, expected return, and risk-
adjusted profitability

Financial Analysis

Evaluate resource availability, competing priorities, 
and organizational capacity

Resource Impact Analysis



The Shipley Method represents the gold standard for capture management, but full implementation requires 
adaptation for small business realities while maintaining core principles.

Successful small contractors identify elements providing greatest value for their specific situation and implement
scalable processes that grow with their business while maintaining decision quality.

Scalable Capture Management Excellence

Customer-centric approach with deep understanding of
needs
Comprehensive competitive analysis and positioning
Clear win theme and value proposition development
Technical solution excellence and innovation

Shipley Method Core Principles Small Business Adaptation Strategy
Focus on core components providing greatest value
Apply full methodology to high-value opportunities
Use technology to make sophisticated analysis accessible
Gradually expand process sophistication as 

      resources allow



AI-enhanced capture management typically delivers 15-25% win rate improvement, 30-40% 
efficiency gain, and measurable enhancement in decision quality and strategic alignment.

AI models analyze historical win/loss data to
predict success probability with high accuracy,
incorporating relationship strength, competitive
positioning, and market factors.

Intelligent Go/No-Go Support
Automated assessment of competitor  capabilities,
bidding patterns, and teaming relationships, with
strategic positioning recommendations and 
counter-strategy development.

Advanced Competitive Analysis

AI optimization of resource allocation across
multiple pursuits based on expected value and
success probability, with capacity planning and
timeline optimization.

Resource Optimization
Comprehensive analysis of technical,
competitive, strategic, and financial risks with
automated mitigation strategy development.

Intelligent Risk Assessment

Artificial Intelligence transforms capture management from subjective assessment into data-driven 
strategic decision-making with measurable performance improvements.

AI-Powered Decision Support for Capture



Systematic capture management scales with business growth, creating sustainable competitive advantages 
that become increasingly difficult for competitors to replicate. Process discipline creates differentiation 
beyond technical capabilities, with advantages compounding over time.

Typical improvement within 
12-18 months of implementation

Systematic capture management implementation delivers measurable business improvements and 
sustainable competitive advantages.

Measurable Capture Management Outcomes

Reduced "Bad Wins"
Fewer contracts that damage

business performance

Resource Efficiency
Optimal allocation of business

development resources

15-25%
Win Rate Gains



Most government contractors consistently forecast more revenue than they ultimately win, creating 
fundamental business challenges that affect strategic planning, resource allocation, and operational stability.

Forecasting inaccuracy creates staffing errors, investment timing mistakes, cash flow challenges, and strategic 
planning disruption that ultimately affect competitive positioning and growth potential.
 

Bridging the Forecasting Reality Gap

Industry-wide pattern of forecasting 20-40% more
revenue than realized
Planning disruption affecting staffing, investment, and
strategy
Cash flow challenges from revenue timing inaccuracy
Stakeholder confidence impact affecting investment

The Revenue Gap Reality Root Causes of Forecasting Failure
Inadequate historical data on win rates and cycles
Fragmented information systems without integration
Optimism bias and inconsistent methodology
Extended sales cycles and complex decision 

      processes



All four forecasting dimensions must work together systematically for accurate planning and 
business optimization, enabling comprehensive business planning, resource optimization, 
risk management, and strategic alignment.

Effective forecasting requires a sophisticated, multi-dimensional approach that considers 
various factors, time horizons, and business dynamics.

Analyzing pipeline conversion, 
backlog consumption, capacity 
allocation, and risk distribution 
across the business.

Portfolio Management

Comprehensive Forecasting Framework

Analyzing agency budgets, strategic 
plans, market trends, and emerging 
requirements to predict future 
opportunities.

Demand Forecasting
Analyzing contract performance, 
funding patterns, modifications, 
and payment timing to predict 
revenue realization.

Revenue Forecasting

Analyzing skill requirements, 
utilization rates, capacity 
constraints, and recruitment 
needs for resource planning.

Workforce Forecasting



AI-powered forecasting typically delivers 25-40% accuracy improvement, transforming 
organizations from simple trend extrapolation to sophisticated outcome prediction with enhanced 
strategic planning and risk management capabilities.

AI systems analyze years of data to identify
complex patterns and correlations that human
analysis cannot detect, including budget
cycles, procurement behaviors, and
competitive dynamics.

Advanced Pattern Recognition
Continuously updated win probability
assessments based on competitive
developments, customer interactions, and
market changes with real-time intelligence
integration.

Dynamic Modeling

Monte Carlo simulation generating thousands
of potential outcomes with probability
distribution analysis and sensitivity testing
under various conditions.

Scenario Planning
Machine learning models that improve
accuracy over time with systematic
measurement of forecasting performance
and error correction.

Continuous Learning

Artificial Intelligence transforms forecasting from simple extrapolation into sophisticated predictive 
modeling with dramatically improved accuracy and strategic insight.

Advanced Forecasting Technology



Effective forecasting requires real-time adaptation to changing conditions rather than static projections based on
historical assumptions.

Real-time adaptive forecasting systems typically deliver 30-50% improvement in accuracy through dynamic
business planning, proactive risk management, and enhanced strategic agility that responds to market changes
rather than relying on static assumptions.

Adaptive Forecasting Systems

Continuous opportunity status monitoring
Customer communication analysis
Competitive development tracking
Decision timeline updates
Market change detection

Real-Time Intelligence Automated Alert Systems
Threshold-based notifications for significant changes
Opportunity status change alerts
Competitive threat warnings
Budget and policy change notifications
Automated forecast adjustment



Investment in sophisticated forecasting capabilities generates substantial, measurable returns across
multiple business dimensions.

Measurable Forecasting Improvements

Accuracy Improvement
Typical forecasting accuracy gain

within 12-18 months

25-40%
Revenue Timing 

Improvement in revenue timing
prediction accuracy

30-50%
Win Probability

Enhanced win probability
assessment accuracy

35-45%



Traditional proposal development represents one of the most resource-intensive aspects of government 
contracting, but can be transformed into a systematic competitive advantage.

The strategic goal is to produce high-quality, differentiated proposals without resource destruction by 
transforming proposal development from organizational crisis into systematic business capability that 
enhances competitiveness while preserving operational efficiency.

Transforming Proposal Development

Entire company lockdown during proposal development
Consuming 20-40% of technical and management
resources
Operational disruption affecting customer service
Quality inconsistency based on available resources
Technical experts diverted from revenue-generating
activities

Traditional Problems Success Requirements
Comprehensive customer and competitive intelligence
Strong relationship insights into unstated requirements
Disciplined capture processes providing strategic 

      framework
Systematic content development and management
Technology integration and automation



AI transforms proposal development from resource-intensive crisis management into 
systematic competitive advantage that scales with business growth and enhances market 
positioning while maintaining operational. 

Artificial Intelligence revolutionizes proposal development by automating routine tasks
while enhancing content quality and competitive positioning.

AI systems parse RFP requirements, map content sections, analyze evaluation criteria, and 
assemble relevant past performance and technical approaches.

Automated Content Generation

Automated cross-referencing against requirements, compliance matrix generation, gap 
identification, and format verification.

Compliance Verification

Enhancement of differentiation strategies, ghost team analysis, competitive advantage 
emphasis, and strategic messaging throughout.

Competitive Positioning

30-50% cycle time reduction, significant resource optimization, consistent quality, and 
improved win rates

Performance Improvement

AI-Powered Proposal Automation



AI analysis of historical proposal data enables evidence-based proposal development rather than intuition-based
approaches.

Data-driven proposal optimization creates evidence-based excellence rather than intuition-based approaches,
improving decision quality, reducing risks, enhancing customer alignment, and developing systematic 
competitive advantages that scale with business growth.

Data-Driven Proposal Optimization

Identifying content elements that correlate with success
Recognizing proposal characteristics that lead to losses
Analyzing evaluation scores and feedback patterns
Understanding customer-specific success factors
Evaluating competitive outcomes and positioning

Win/Loss Pattern Analysis Customer Preference Integration
Analyzing evaluator preferences and scoring patterns
Understanding evaluation methodology and approaches
Identifying actual decision criteria driving selections
Recognizing communication preferences and content
presentation
Aligning with customer organizational culture



Closing thoughts

About Unanet
Unanet is a leading provider of project-based ERP and CRM solutions
purpose-built for government contractors, architecture, engineering,
construction, and professional services. More than 4,000 project-driven
organizations depend on Unanet to turn their information into actionable
insights, drive better decision-making, maintain regulatory compliance, and
accelerate business growth. All backed by a people-centered team invested
in the success of your projects, people, and financials. For more information,
visit www.unanet.com

Thank you!
We’re incredibly grateful to everyone in the GovCon community—contractors,
innovators, and changemakers—who continue to push this industry forward.
Your insights, feedback, and dedication helped shape this report and drive
meaningful conversations about the future of federal contracting. Thank you
for being part of the GovBrew mission.

About GovBrew
GovBrew is your trusted source for government contracting news, industry
insights, federal opportunities, M&A updates, and leadership moves. We distill
the noise into clear, actionable information that helps GovCon professionals
stay informed and ahead of the curve.

Get in touch
Have questions or feedback about this
report?
We’d love to hear from you. Whether you
have ideas, insights, or just want to say
hello, drop us a line—your input helps us
make GovBrew even more valuable for the
GovCon community.

Unanet
Jacob Borgeson 
Director, GovCon Product Marketing
jacob.borgeson@unanet.com  

GovBrew
Chris Riddick
Director of Partnerships 
chris@govbrew.co 
 


