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The Federal Risk and Authorization 

Management Program (FedRAMP) is 

a U.S. government-wide program that 

provides a standardized approach to 

security for cloud products.10  

Under OMB M-11-11, any cloud 

service processing federal data must 

be FedRAMP authorized.3 This makes 

FedRAMP a “License to Operate” 

for a market growing at 9% annually 

— not a differentiator, but the entry 

requirement.5 

The program’s architecture is “Do 

once, use many times.” Once a Cloud 

Service Provider earns an ATO, that 

security package is stored centrally 

and reusable across all 430+ federal 

agencies, no re-litigating security 

assessments agency by agency. 

By mid-FY 2025, FedRAMP had 

already issued more than double the 

authorizations of all of FY 2024  

(114 versus 49) signalling accelerating 

adoption across the federal 

ecosystem.9

What is FedRAMP?
Section  
01
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The U.S. government market 
opportunity

U.S. Federal Cloud Spend by 
2026

A-LIGN / Deltek
1

FedRAMP Authorizations  
in FY 2025

GSA
11

Global Gov. Cloud CAGR  
to 2030 

Mordor Intelligence
14

$28B+ 118+17.13%

Total Federal Cloud Spend  

Is projected to exceed $28 billion in 2026
1
, driven 

heavily by the ‘Cloud-First’ mandate and the rapid  
integration of AI into agency operations. The broader 
global government cloud market sits at $41.56B  
today, projected to reach $91.62B by 2030 at a  
17.13% CAGR.

14

The AI Imperative 

GSA explicitly fast-tracked FedRAMP authorization for 
AI-based cloud services in August 2025, prioritizing 
vendors that can meet 20x requirements within two 
months of qualification.12 Federal AI budgets reached 
$5.6B for FY 2022–2024, with $3.3B more requested 
for FY 2025.

14

Metric Figure Source

U.S. Federal Cloud Spend (2026 projection) $28B+ A-LIGN / Deltek
1

U.S. Federal Cloud CAGR ~9% A-LIGN / Deltek1

Global Government Cloud (2025) $41.56B Mordor Intelligence 14

Global Government Cloud (2030) $91.62B Mordor Intelligence 14

Global Government Cloud CAGR 17.13% Mordor Intelligence14

U.S. Federal Civilian IT Budget (FY 2025) ~$75B Statista / OMB
20

Defense and Intelligence Cloud CAGR 18.23% Mordor Intelligence14

FedRAMP Authorizations Growth in (FY 2025) 118+ GSA
11

Section  
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FedRAMP: A Strategic Advantage

Fast track to adjacent compliance 

FedRAMP often provides a fast track for 
CMMC (Defense) and GovRAMP (State  
/ Local) requirements, compressing what 
would otherwise be separate multi-year  
compliance programs into incremental 

gap-closure exercises.15

The “gold standard” moat 

Earning an ATO creates a significant  
competitive moat. Commercial  
enterprises often accept FedRAMP as  
a proxy for the highest level of security,  
simplifying private-sector procurement. 
FedRAMP’s 325-control Moderate baseline 
has become the de facto proxy for ente-
prise-grade security across financial services, 
healthcare, and defense contracting.2

© 2026 Persistent Systems Ltd. All rights reserved. 5
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Massive market entry

Access to the U.S. Federal Government, 
the world’s largest buyer of IT services. 
Federal IT leaders rank FedRAMP as the 
number one mechanism for maintaining 
security control over agency data, above 
on-premises and hybrid environments.1, 9

Do once, use many times 

Once a CSP earns an ATO, that security 
package is stored in a central repository 
for any federal agency to review and  
reuse, drastically cutting down on  
individual sales cycles.6
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The Cost–Benefit Equilibrium (ROI)
An Authorization to Operate (ATO) is a capital investment. For a mid-sized SaaS, the initial 
‘All-In’ cost for FedRAMP Moderate can range from $500K to $1.5M (including 3PAO fees, 
engineering hours and specialized tooling).

16
 A U.S. GAO survey of 13 CSPs found the range 

extends from $300K to $3.7M, with an average of ~$900K.
18

Phase Low Estimate High Estimate

Preparation, gap analysis and architecture $300K $500K

3PAO assessment (Moderate — first-time) $200K $250K

Consulting and program management $100K $200K

Total initial authorization $300K $3.7M

Annual ConMon (ongoing, perpetual) $50K $150K

The ROI Bridge

The ‘Multiple’ Advantage The Sales Velocity Transformation

A single federal contract for a mid-sized SaaS averages $2–5M annually. At an average all-in cost of ~$900K, 
authorization pays for itself within the first contract year and every subsequent agency reuse generates 
revenue on a sunk cost. The math is not complicated. the commitment is. 

Authorization is not an expense. It is the price of entry to a policy-mandated, growing market where your 
competitors cannot follow you without spending the same 18–24 months you already spent.

Companies with a FedRAMP ATO build a 
durable competitive moat that cannot be quickly 
replicated. It is a credential investors and acquirers 
treat as a verified barrier to entry, directly 
supporting valuation long-term defensibility.

4, 13

Without FedRAMP, the federal sales cycle is 
infinite. With an ATO, the ‘Time to Revenue’ for 
new agencies drops from 18–24 months to 3–6 
months. That is not a sales improvement — it is 
a capital efficiency transformation.

Section  
04
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Sources: GAO / StackArmor 
18

 / Secureframe 
17 / Paramify 

15
 / Pivot Point Security 

16
 / Vanta 

21
 / Workstreet 

23
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Operational Impact: Continuous 
Monitoring

FedRAMP vs. other InfoSec Standards

Comparison of control rigidity:

What makes FedRAMP defensible as a competitive position is exactly what makes it demanding to sustain: 
Continuous Monitoring (ConMon) is not a one-time exercise, it is a permanent operating standard that keeps 
your authorization current and raises the barrier for every competitor who has not yet committed. Unlike SOC 2 
or ISO, which are ‘point-in-time’ or annual snapshots, FedRAMP is a perpetual assessment.

o	 �Monthly vulnerability scanning and remediation 
reporting to the sponsoring agency and FedRAMP 
PMO.

o	� Mandatory remediation of critical findings within  
30 days.

o	� Formal Plan of Action and Milestones POA&M 
submissions for any remediation exceeding the 
standard window requiring government approval.

o	� Annual 3PAO reassessment, re-testing one-third of 
controls per cycle.

16

Operational Recommendation

Model ConMon as a permanent operational function, not a project. Automated POA&M management alone 
reduces ongoing ConMon costs by 30–50%.

15, 21

FedRAMP is significantly more prescriptive and intensive than commercial-grade audits. While 
SOC 2 or ISO 27001 may tell you what to achieve, FedRAMP (via NIST 800-53) tells you exactly 
how to implement and document it.

2

o	 �ISO 27001 (The ‘What’): Defines the mgmt. 
system. Excellent for governance but doesn’t 
mandate specific technical settings.

o	 �SOC 2 (The ‘Trust’): Flexible. If you don’t do 
‘Processing Integrity,’ you can omit it.

o	 �FedRAMP (The ‘How’): Inflexible. If NIST 800-53 says you must rotate keys every 90 days, you rotate them 
or file a formal POA&M (Plan of Action and Milestones) that the government must approve.

2

Section  
06

Section  
05



© 2026 Persistent Systems Ltd. All rights reserved. 8

Feature FedRAMP ISO 27001 SOC 2 (Type II) PCI DSS

Primary Goal Federal Data  
Security

Global ISMS Customer Trust / 
SaaS

Credit Card  
Security

Authority U.S. Government 
(GSA)

ISO  
(International)

AICPA 
(CPA firms)

PCI Council  
(Banks)

Prescriptive-
ness

Extreme (125–421 
Exact Controls)

Flexible (You 
define scope)

Flexible 
(Trust  
Principles)

High 
(Payment Chain)

Audit Type 3PAO (Certified 
Federal Auditor)

Accredited  
Registrar

Licensed  
CPA Firm

QSA (Qualified  
Security 
Assessor)

Continuous  
Monitoring

Mandatory (Monthly 
vuln. Reporting)

Periodic (Annual 
Surveillance)

Periodic  
(Annual Audit) 

Annual Audit +  
Quarterly Scans

Data  
Residency

U.S. Sovereign  
Cloud Often  
Required

Usually  
Agnostic

Usually  
Agnostic

Cardholder Data  
Environment  
Specific

Engineering  
Friction

High Continuous 
Remediation)

Low / Moderate  
(Policy / Process)

Low / Moderate 
(Policy / Process)

Moderate 
(Cardholder  
env. Focused)

Vendor  
Lock-in

High (FedRAMP-
Authorized tools / 
Env.)

Zero  
(Multi-Cloud 
Achievable)

Zero 
(Multi-Cloud 
Achievable)

Low (PCI-
compliant  
Providers)

Sources: Anchore
2 
/ Secureframe

17
 / Wikipedia

22



© 2026 Persistent Systems Ltd. All rights reserved. 9

Before committing, work through this framework:

Sovereignty vs. scale

Are we prepared to fork our 
codebase or infrastructure? 
Operating a ‘GovCloud’ 
instance and a ‘Commercial’ 
instance doubles your COGS 
(Cost of Goods Sold) and 
DevOps overhead.

19
 Model 

whether federal revenue 
justifies permanently elevated 
COGS before you authorize, 
not after.

The “red team” reality

FedRAMP requires an 
independent penetration 
test by a 3PAO. This is not 
a ‘vulnerability scan; it is an 
active attempt to breach your 
system. Budget for findings: 
first-time Moderate assessments 
test every single control, with 
3PAO fees alone running 
$200K–$250K.

16
 Are you 

prepared for the remediation 
costs if they succeed?

Tech-landscape readiness

Does your team have the technical 
competencies to manage 
compliance? If your team lacks 
the competency to understand 
and deploy the required controls, 
they will likely build a slow-paced 
solution impacting your speed-
to-market.

21, 23
 External support for 

initial preparation is appropriate, 
but ConMon must be owned 
internally before the first annual 
assessment arrives.

Green light — Move 
forward now

Amber — Prepare first, 
then commit

Red — Revisit in 12–18 
months

Know Before You Commit

You have $1M+ in identified 
federal pipeline, an existing 
security function (even 
small) and engineering 
bandwidth to absorb a 
12–18 month authorization 
track. Start with a gap 
assessment this quarter.

You have federal interest but lack 
internal security ownership or 
GRC tooling. Invest 3–6 months 
in readiness: hire or contract a 
FedRAMP Programme Manager, 
select your GRC platform and 
run a pre-assessment before 
engaging a 3PAO.

You are pre-product-market-fit, under 
$5M ARR, or without a dedicated 
engineering team. FedRAMP will 
consume resources that are better 
deployed on product and commercial 
traction first. Track the market, build 
the security foundations, and return 
when federal pipeline is tangible.

Your FedRAMP Decision 
Framework

Section  
07
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The situation: A 200-person MedTech SaaS 
company had built a strong commercial position 
in clinical data management serving hospital 
networks, health systems and research institutions. 
Their platform was HIPAA-compliant, SOC 2 Type II 
certified and genuinely differentiated. The VA, DoD 
health agencies and several federal research bodies 
had reached out expressing interest. The pipeline 
was real. The problem: no ATO, no path to one and 
a security team of three people already stretched 
across commercial obligations.

The reckoning: The CTO commissioned a 
gap assessment. The results were sobering: 140 
controls partially met, 60 with no evidence and an 
infrastructure that had organically grown across 
two cloud regions without the boundary discipline 
FedRAMP Moderate requires. Engineering estimated 
18 months to remediate manually. The board asked 
why they were looking at an $8M federal opportunity 
with a $2.1M remediation bill and no guarantee of 
timeline.

The following is a composite scenario based on patterns common across mid-sized MedTech SaaS companies 
pursuing federal authorization. Names and identifying details are illustrative.

MedTech in the Federal Market:  
A Path from Friction to Authorization

Real-World Scenario
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The decision: Instead of treating FedRAMP as 
a compliance project, the CEO re-framed it as a 
product initiative with a revenue target attached. 
Three decisions followed immediately: Hire 
a dedicated FedRAMP programme manager 
internally (not a consultant), select a GRC 
automation platform to replace spreadsheet-based 
evidence collection and ring-fence a GovCloud 
environment rather than attempting to certify the 
entire platform.

The discipline: The Programme Manager 
ran ConMon readiness from day one, not after 
authorization. Monthly vulnerability scans, 
POA&M workflows and evidence collection were 
automated through their GRC platform before the 
3PAO assessment began. Engineering adopted a 
“compliance as code” posture: Infrastructure changes 
required a control mapping update before merge. It 
was painful for the first quarter. It became routine by 
the second.

What Made The Difference 

Three decisions separated this outcome from the majority of stalled FedRAMP programmes: treating it as 
a revenue initiative rather than a compliance obligation, owning ConMon and other mandatory principles 
internally from the start rather than inheriting it post-authorization and automating evidence collection 
before the 3PAO arrived rather than after. None of these required exceptional resources.  

They required executive clarity on what FedRAMP actually is: Not a certificate on the wall, but a permanent 
operating standard that compounds in value every time a new agency reuses the package.

The outcome  

Authorization was achieved in 14 months, four months ahead of the original manual estimate. Total spend: 
$1.1M, approximately $400K below the remediation-only projection. The GRC automation platform reduced 
ongoing ConMon costs by 38% versus the manual baseline modelled during the gap assessment. Within 
six months of receiving the ATO, the company had signed two federal contracts totalling $3.4M in year-one 
revenue.  

The VA engagement that triggered the original conversation closed in eleven weeks - not the twenty-two 
months it would have taken without the ATO.
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Generic security tooling will not satisfy FedRAMP’s specificity requirements.2  
These four categories are non-optional:

GRC and Documentation Platforms

Vulnerability Scanning —  
Tenable.io (Nessus) or Qualys  

Both solutions are 3PAO — accepted. Must be 
configured for ‘authenticated’ scans to meet 
FedRAMP requirements, unauthenticated results will 
be flagged as a finding.

17
 Evaluate on: Authenticated 

coverage, SCAP-compliant output for ConMon 
reporting, POA&M integration, FedRAMP — 
authorized deployment option.

Identity and Access Management —  
Okta FedRAMP or Microsoft Entra ID 
Government Amongst Others  

Access Control (AC) and Identification and 
Authentication (IA) control families account for 
80+ controls in Moderate. Both are FedRAMP 
authorized, enabling substantial control inheritance 
that compresses your authorization documentation 
burden.

8
 Evaluate on: FIPS 140-2 validated MFA, PIV / 

CAC support, PAM integration, SCIM provisioning.

Compliance Telemetry —  
Jit.io, Vanta, Among Others  

(Specifically, the Enterprise / FedRAMP tier) to 
provide real-time dashboards of control health. 
Automated POA&M management reduces ongoing 
ConMon costs by 30–50%.

15, 21
  

Evaluate on: NIST 800-53 control library,  
automated evidence collection, POA&M aging / 
escalation workflow, SSP documentation support.

SIEM / Log Aggregation —  
Splunk GovCloud or Elasticsearch 

NIST 800-53 AU-9 requires tamper-evident log 
protection; FedRAMP mandates one-year online 
minimum retention. Splunk GovCloud is itself 
FedRAMP authorized, simplifying control inheritance 
significantly.

8
 You must retain logs as mandated in the 

memorandum for the heads of executive departments 
and agencies M-21-31

24
 and ensure they are tamper-

proof. Evaluate on tamper-evident architecture, 
retention compliance, Audit and Accountability (AU) 
/ System and Information Integrity (SI) control family 
coverage, incident response integration.

Section  
08
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The Bottom 
Line
FedRAMP is a capital allocation decision.  

The $28B+ U.S. federal cloud market is  

policy-mandated and growing. The ATO is 

the only key that unlocks it and once earned, 

it compounds: Every agency reuse generates 

revenue on a sunk authorization cost, every 

commercial deal closes faster and every 

competitor who hasn’t authorized faces an 

18–24 months sales cycle you’ve already 

eliminated.

The first step is a conversation, not a 
commitment — a readiness assessment 
takes two to four weeks and tells you exactly 
where you stand before a dollar is spent on 
authorization.

Section  
09

The Leadership Differentiator

The executives who treat this as a 
strategic investment — modeling 
COGS impact, resourcing ConMon 
as a permanent function and building 
internal competency, they convert their 
authorization into market leadership. 

The ones who delegate it to the security 
team will spend the capital and miss the 
market.
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