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1. Executive Summary

The City of Austin awarded a $4.2M Enterprise IT Modernization and Cloud Migration contract to Meridian
Federal Solutions on March 14, 2026. Eight vendors submitted proposals in response to RFP
#AUS-2026-1T-0047. This report provides a complete competitive breakdown of all eight submissions.

8 $4.2M %525§M - Best Value

Vendors Who Bid Contract Value ] Evaluation Method
Price Spread

Key Finding: The winning proposal was not the lowest price. Meridian won at $4.2M — the
third-lowest bid. The lowest bidder (Apex Digital, $2.8M) scored significantly lower on technical
approach and was flagged for an unrealistic transition timeline. This contract was won on
methodology and team strength, not price.

Top 3 Insights

e Priceis not king in Austin IT procurement. The evaluation weighted Technical Approach at 40%, Past
Performance at 25%, Staffing at 20%, and Price at only 15%. Two of the three lowest bidders finished
outside the top 4.

e Transition plans made or broke proposals. The top 3 scorers all included detailed 90-day transition
plans with weekly milestones. Five vendors either omitted a transition plan entirely or provided only a
generic overview.

* Local presence mattered more than expected. Austin's evaluation committee included a "local
responsiveness" sub-criterion worth 10 points. Three vendors with no Texas presence all scored below
average on technical approach.
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2. Contract Overview

Issuing Agency
RFP Number

Title

Issue Date
Proposal Deadline
Award Date
Contract Type
Contract Period
Estimated Value
Winner

Evaluation Method

City of Austin, TX — Department of Information Technology
AUS-2026-IT-0047

Enterprise IT Modernization & Cloud Migration Services
October 15, 2025

December 12, 2025

March 14, 2026

Firm Fixed Price with Time & Materials options

3 years base + 2 option years

$4.2M (base period)

Meridian Federal Solutions

Best Value Trade-Off (FAR 15.101-1 equivalent)

Number of Proposals 8

Evaluation Criteria & Weights

Technical Approach 40% Cloud migration methodology, security framework, transition plan
Past Performance 25% Similar contracts (size & scope), client references, on-time delivery
Staffing Plan 20% Key personnel qualifications, team continuity, local presence

Price 15% Total evaluated price, rate card reasonableness, cost realism



3. All Bidders at a Glance

Eight vendors submitted proposals. Below is the complete list ranked by final composite score. Meridian
Federal Solutions was selected as the best-value offeror.

Tech

Meridian Federal Solutions Austin, TX $4,218,000 94/100 91.4 WINNER
2 NovaBridge Technologies Dallas, TX 480 $3,945,000 89/100 87.2 —
3 CivicCore IT san /;r)'(ton'o’ 210 $3,780,000 86/100 84.8 -
4 Pinnacle Gov Systems Reston, VA 1,200 $4,670,000 88/100 82.6 —
5 Redstone Consulting Group Houston, TX 150 $3,420,000 78/100 76.5 —
6 FedCloud Partners Arlington, VA 890 $5,100,000 82/100 74.1 —
7 Apex Digital Services Phoenix, AZ 95 $2,810,000 68/100 68.3 —
8 TechVault Solutions Chicago, IL 260 $3,590,000 72/100 70.9 —

Notable: The lowest bidder (Apex Digital, $2.8M) finished 7th out of 8. Their price was 33% below
the winner but their technical score was 26 points lower. Meanwhile, the highest bidder (FedCloud
Partners, $5.1M) finished 6th — proof that neither extreme wins in best-value evaluations.



4. Competitive Matrix

Side-by-side comparison across the four evaluation criteria. Scores are on a 100-point scale.

Vendor Te((;rélg/i);al Pa(52t5(|;)€;rf. S(t;\;foi/;g (Pl!oc/s Composite Key Differentiator
Meridian Federal 94 90 92 82 914 Local team + Azure Gov expertise
NovaBridge Tech 89 93 85 86 87.2 Strongest references (3 TX cities)
CivicCore IT 86 82 88 88 84.8 Lowest viable price + local HQ
ziynsr::rcr:z Gov 88 85 72 78 82.6 FedRAMP High + DoD clearances
Redstone Consulting 78 80 76 90 76.5 Aggressive pricing, lean team
FedCloud Partners 82 78 68 62 74.1 AWS GovCloud specialization
Apex Digital 68 65 70 98 68.3 Lowest price by far

TechVault Solutions 72 70 74 84 70.9 Multi-cloud approach



5. Pricing Analysis

The total evaluated prices ranged from $2.81M to $5.10M — a spread of $2.29M (82%). The median bid was
$3.89M. The winner's price of $4.22M was 8.5% above the median.

Vendor Total Price Blended Rate | vs. Median Notes

Apex Digital $2,810,000 $128/hr -27.8% 98 Below cost realism threshold
Redstone Consulting $3,420,000 $148/hr -12.1% 90 Lean team, junior-heavy
TechVault Solutions $3,590,000 $155/hr -7.7% 84 Standard market rate

CivicCore IT $3,780,000 $162/hr -2.8% 88 Best value per point

NovaBridge Tech $3,945,000 $170/hr 86 Premium for experience
Meridian Federal $4,218,000 $178/hr 82 Winner — premium justified
Pinnacle Gov -
Systems $4,670,000 $195/hr +20.1% 78 Beltway rates, not competitive
FedCloud Partners $5,100,000 $212/hr +31.1% 62 Highest — over-scoped proposal

Price-to-Win Zone

For this type of Austin IT modernization contract, the price-to-win zone is $3.7M — $4.3M. Bidding
below $3.5M triggers cost realism concerns. Bidding above $4.5M requires exceptional technical
differentiation to overcome the price gap. The sweet spot for future bids: $3.9M — $4.1M with a
strong technical narrative.




6. Technical Approach Comparison

The RFP required vendors to address five key technical areas. Here is how each vendor approached them —
and where the critical differentiators emerged.

Cloud Migration Methodology

Meridian Federal — Technical Score: 94/100

Phased 4-wave migration using Azure Gov with a dedicated migration factory. Proposed a "lift-shift-optimize"
model with automated assessment tooling. Included a detailed application dependency mapping phase before
any migration — this was cited by evaluators as a key differentiator.

NovaBridge Tech — Technical Score: 89/100

AWS-first approach with hybrid fallback. Strong methodology but less detail on the assessment phase.
Proposed migrating 80% of workloads in the first 6 months — evaluators noted this timeline felt aggressive.
Pinnacle Gov Systems — Technical Score: 88/100

Multi-cloud strategy (Azure + AWS). Technically sound but overly complex for Austin's needs. The dual-cloud
approach raised concerns about ongoing management overhead.

CivicCore IT — Technical Score: 86/100

Practical, no-frills Azure migration. Solid but lacked innovation. Evaluators noted a "safe but unremarkable"
approach.

Transition Plan Quality

This was the single biggest differentiator in the evaluation. The top 3 vendors all submitted detailed 90-day
plans with weekly milestones, risk mitigation, and a dedicated transition manager. The bottom 3 vendors either
omitted a transition plan or provided a one-page generic overview.

Meridian Detailed 90-day 14 pages  Weekly milestones + rollback plan ~ None identified
) . Parallel iod f itical
NovaBridge Detailed 90-day 11 pages araiel run period for crifica No rollback plan
systems
CivicCore 90-day overview 6 pages Local team for on-site support Monthly milestones only
Pinnacle 60-day plan 8 pages Change management training Compressed timeline risky

Others (4) Generic / None 0-2 pages — Critical gap in all four



7. Team & Key Personnel

Staffing quality was worth 20% of the evaluation. The committee evaluated proposed project managers,
technical leads, and cloud architects on relevant experience, certifications, and availability.

PM Experience |  Cloud Certs Local Staff

Meridian 12 FTE 18 yrs gov IT Azure Expert x3 8 of 12 in Austin

NovaBridge 14 FTE 12 yrs, PMP AWS Pro x2 5 of 14 in Dallas 85
CivicCore 10 FTE 9yrs, ITIL Azure Admin x2 10 of 10 in SA/Austin 88
Pinnacle 16 FTE 15 yrs, CISSP AWS+Azure x4 0 local (all VA) 72
Redstone 8 FTE 7yrs Azure x1 4 of 8 in Houston 76
FedCloud 18 FTE 20 yrs, fed only AWS Gov x5 0 local (all VA/MD) 68
Apex Digital 6 FTE 5yrs Azure x1 2 of 6 in Phoenix 70
TechVault 11 FTE 10 yrs GCP x2 0 local (Chicago) 74

Pattern: Vendors without Texas-based staff scored 15-24 points lower on staffing. Austin's
evaluation committee clearly valued local presence — a recurring pattern in Texas municipal IT
procurements. For future bids in this market, a local partnership or satellite office is near-mandatory.
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8. SWOT Analysis — Top 4 Vendors

Meridian Federal Solutions (Winner)

STRENGTHS WEAKNESSES

+ Best technical score (94) - Premium pricing ($4.2M, 8.5% above median)
+ Local Austin team (8/12 staff) - Smaller company (320 employees)
+ Detailed 90-day transition plan - Limited multi-cloud capability

+ Azure Gov specialization matches city stack

OPPORTUNITIES THREATS

> Option years worth $2.8M additional I Incumbency risk if they underdeliver Year 1
> Austin expanding cloud-first mandate ! NovaBridge can undercut on price in rebid
> Reference contract for other TX cities I Key PM is single point of failure

NovaBridge Technologies (#2)

STRENGTHS WEAKNESSES

+ Strongest past performance (93) - Aggressive migration timeline raised flags

+ Three TX city references - No rollback plan in transition

+ Competitive price ($3.9M) - Dallas-based, not Austin — still a commute
OPPORTUNITIES THREATS

> |f Meridian stumbles, NovaBridge is next in line I Their PM assigned to 2 other projects simultaneously
> Price + references is a strong combo for rebid I AWS focus vs. Austin's Azure environment

City of Austin — RFP #AUS-2026-IT-0047 Page 10



WinYourRFP | Competitive Intelligence Report CONFIDENTIAL

CivicCore IT (#3)

STRENGTHS WEAKNESSES

+ Lowest viable price ($3.78M) - Evaluators called proposal "safe but unremarkable"
+ All-local team (San Antonio/Austin) - Smaller shop with capacity concerns (210 emp)

+ Solid, reliable approach - No standout technical innovation
OPPORTUNITIES THREATS

> Partner with a cloud specialist for differentiation I May be seen as "too small" for larger contracts

> Local presence is a huge asset — leverage it I Technical ceiling limits upward mobility in scoring

Pinnacle Gov Systems (#4)

STRENGTHS WEAKNESSES

+ Largest company (1,200 emp) - Zero local presence — all VA-based
+ FedRAMP High clearance - Highest non-outlier price ($4.67M)
+ Multi-cloud capability (Azure+AWS) - Over-engineered proposal for a city contract

+ Strong PM (15 yrs, CISSP)

OPPORTUNITIES THREATS

> Open a small Austin/TX satellite office I Beltway pricing not competitive in TX market
> Leverage federal creds for state-level contracts I City evaluators skeptical of "DC firms"
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9. Why the Winner Won

Meridian Federal Solutions won this contract through a combination of three factors that aligned perfectly with
Austin's evaluation priorities:

1. They wrote to the evaluation criteria, not to their capabilities

Meridian's proposal was structured as a mirror of the RFP's evaluation criteria. Each section opened with the
city's stated need, then showed how their approach addressed it specifically. Evaluators didn't have to search
for answers — they were exactly where expected. This sounds basic, but 5 of 8 vendors led with company
history instead of client needs.

2. The transition plan was their secret weapon

At 14 pages, Meridian's transition plan was the most detailed submission. It included weekly milestones, a
dedicated transition manager, a rollback plan for each migration wave, and a risk register with pre-defined
mitigation actions. The evaluator notes specifically cited this as "the most comprehensive transition approach
received."

3. Local team sealed the deal

With 8 of 12 proposed staff based in Austin, Meridian addressed the city's unspoken concern about remote-only
vendors. Their proposal included a commitment to on-site presence 4 days/week during the first 6 months and
2 days/week thereafter. Three vendors with no Texas presence scored 15-24 points lower on the staffing
criterion.

The winning formula in Austin IT procurement:

1. Technical approach structured around THEIR evaluation criteria (not your org chart)

2. Transition plan as a standalone deliverable (not a paragraph in Section 3)

3. Local presence — real people, real address, real commitment

4. Price within 10% of the median — high enough to be credible, low enough to be competitive

Meridian checked all four boxes. No other vendor checked more than two.
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10. Strategic Recommendations

The following recommendations are tailored to YOUR position in this competitive landscape. These are
specific, actionable changes for your next bid in Austin or similar TX municipal IT contracts.

Pricing Strategy

e Target the $3.9M — $4.1M range for similar scope. Below $3.5M triggers cost realism flags; above $4.5M
requires exceptional technical differentiation.

* Use a blended rate of $165-$175/hr. The winner was at $178/hr. Rates below $150/hr signal junior teams.

* Break pricing into 5-7 clear line items. Three vendors submitted lump sums — this reduces evaluator
confidence in cost realism.

Technical Approach

e Invest in a standalone transition plan — minimum 8 pages with weekly milestones, rollback procedures,
and a named transition manager. This was the #1 differentiator.

* Lead every section with the city's need, not your capability. Use their language from the RFP. "The
City requires..." before "Our team delivers..."

e Include application dependency mapping as a pre-migration phase. The winner scored highest because
they showed they'd assess before they move.

Team & Staffing

e Local presenceis non-negotiable in TX municipal contracts. If you don't have an Austin office, partner
with a local firm or commit to relocating key staff.

* Propose a PM with 10+ years of government IT experience. The winning PM had 18 years.
Under-experienced PMs were flagged by evaluators.

e List relevant certifications prominently — Azure Expert, AWS Pro, PMP, CISSP. The winner had 3x
Azure Expert certified staff.

Competitive Counter-Moves

e Against Meridian: They're strong but small (320 emp). Ghost theme: emphasize your capacity, bench
depth, and business continuity if a key person leaves.

e Against NovaBridge: They have great references but proposed an aggressive timeline. Ghost theme:
emphasize realistic, risk-aware planning over speed.

» Against Pinnacle: Big firm, no local presence. Ghost theme: emphasize on-the-ground responsiveness
and commitment to the Austin community.
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Your Next Bid Checklist

01 Review and tailor executive summary to open with client need (not company history)
02 Build standalone transition plan (minimum 8 pages, weekly milestones)

03 Confirm local team commitment (names, locations, on-site schedule)

04 Price in the $3.9M-$4.1M range with 5-7 line items

05 Include application dependency mapping in technical approach

06 Prepare counter-narratives for top 3 competitors

07 Add risk register with pre-defined mitigations

08 Ensure PM resume highlights government IT experience (10+ years)

09 Include at least 3 relevant past performance references with quantified outcomes

10 Have proposal professionally formatted (layout, visuals, infographics)
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WinYourRFP

Stop guessing. Start winning.

Ready for your own competitive intelligence report?

Contact us at info@winyourrfp.com or visit winyourrfp.com

SAMPLE REPORT — Vendor names and data are illustrative.
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