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•

B2G - Business-to-Government is a relevant marketing and sales area, distinct from B2B or B2C.

•

B2G is huge and opportunistic. It is poorly defined and not researched. While there are
mountains of data available and a strong need, there are no repeatable methods or tools.

•

We attempt to define B2G. We then introduce specific B2G segmentations and metrics, such as
Governmentgraphics.

•

We propose a structured, systematic approach to B2G strategic marketing, which builds on
already established B2B/B2C methods.
Keywords: B2G Business-to-Government, Governmentgraphics, segmentation,
B2C Business-to-Consumer, B2B Business-to-Business, firmographics, marketing, sales,
public sector, public procurement, tendering.

1. Introducing B2G marketing
Business-to-Government (B2G) is the sale and marketing of goods and services to international, national, federal,
regional, and local public administration. 2 3 4
B2G is a fundamental market, alongside Business-to-Consumer (B2C) and Business-to-Business (B2B). 5
The concept is novel, and the terminology is still being
defined. Some other terms used are: B2PA Business-toPublic-Administration; B2PS - Business-to-Public-Sector;
PS public sector; PP public procurement.
The B2G domain is relevant: public sector represents 54%
of EU GDP, and 47% of US GDP. Public sector procurement
amounts to 14-20% of GDP. 6 7 8. More than 60% of Fortune
1000 companies are active on the B2G market, with
government customers generally having a positive impact
on a firm’s value. 9
The domain is recognized, but has not been yet
researched: there are almost no published articles or
books on this topic. 9 10 11
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1.1. B2G market characteristics
The B2G (public sector) market is very different from B2C, and distinct from B2B.
B2G actors, products, and opportunities have characteristics which are specific, relevant, and distinctive. Public
sector organizations are:
•
•
•
•
•

Bureaucratic, formal.
Long decision cycle, management by committee – comitology. 12 13
Parkinson's law: work expands so as to fill the time available for its completion. 14
Hofstadter's law: it always takes longer than you expect, even when you take into account this law. 15
The Pygmalion effect, or Rosenthal effect: is the phenomenon whereby higher expectations lead to
an increase in performance.

Public sector projects are:
•
•
•
•
•
•
•

Large or very large.
Complex. 16
Critical.
Complex stakeholder map.
Complex regulatory environment.
Driven by political agenda and influenced by varied political interests, formal and informal.
Vulnerable to political change, which might change priorities and discontinue or derail projects. 17

The B2G market is characterized by:
●
●
●

●
●
●
●
●
●
●

Fewer buyers than in B2C or B2B, thus fewer marketing segments.
Fewer opportunities.
Individual opportunities are significantly larger in B2G.
○ In fact, black swan projects are more likely to occur: rare, mammoth projects, particularly large,
that disrupt the market significantly. 29 18
○ Thus, it is more difficult to use traditional statistics methods.
○ In contrast, the B2B market operates according to the 80-20 Pareto rule: 20% of customers
generate 80% of revenue. The B2C market generally follows a normal Gaussian distribution, due
to higher numbers. 29
The sales cycle is much longer (up to several years).
The barriers to entry and corresponding costs are higher - especially for SMEs. 19
The B2G market is more stable than B2B, and much more stable than B2C. This means that segmentation
variables are also more stable, and data can be used longer. 29 9
The procurement process is formal. It includes specific formal bid/tendering procedures.
Public procurement is in principle more transparent, and more data is publicly available. 20 21 22 23 24
Contrary to B2B or B2C, B2G buyers are neither manufacturers, nor consumers. 25
B2G buyers are driven by political objectives, in contrast to B2C or B2B which are driven by commercial
and financial objectives. 9

A comparative analysis of the differences between B2C, B2B, and B2G is presented below. Business-to-BigBusiness (B2BigB) is a stepping stone between B2B and B2G.
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Table 1. Market comparison: B2C, B2B, and B2G

B2G

B2BigB

B2B

B2C

Project/deal size

Very Large, huge

Very large

Medium

Small

Diversification

Low (few buyers)

Low

High

Very high

Fragmentation

Low (few contractors)

Low

High

Very high

Buyer

Buyer

Shared

Seller (non-negotiables)

Formal (references,
CVs, turnover,
certifications)

Semi-formal.
Networking,
quality, price

Informal.
Quality, price

Informal.
Quality, price

Long, formal

Long, heavy

Medium

Short, informal

Negotiation power
Process &
purchase criteria

Sales cycle

2. B2G market segmentation
Market segmentation is the identification of the most important, significant differences among customers that
will influence their purchase decisions or buying behavior, while keeping the scheme as simple as possible. 26 27
The objective of market segmentation is to make targeting and product positioning decisions.
Segmentation variables are characteristics defining key differences in customer behavior. They must be:
•
•
•
•

Relevant, aka meaningful.
Identifiable, aka distinct, and measurable.
Substantial, aka sizeable; i.e. relevant to a substantial group of customers.
Responsive, actionable, and stable in relation to a marketing strategy. 26 28 29

Marketing analysis follows mostly a quantitative approach. Contemporary marketing relies on the considerable
amount of available data, and on the significant opportunities offered by data science, in order to extract
qualitative conclusions; to transform raw data into information, and into knowledge.
The analysis of the segmentation variables can be:
•
•

Cross-sectional (static).
Longitudinal (dynamic), which includes the analysis of trends.

B2G relies on already established B2B/B2C methods. In fact, business marketing, including B2B and B2C, is a solid,
well-researched domains and fields of study. 30

2.1. Market segmentation based on traditional B2B/B2C methods
The traditional B2C marketing segmentation is based on:
•
•
•
•

v.16 Draft

Geographics.
Demographics.
Psychographics. 31
Behavior. 32

13 June 2022

3

The B2G Manifesto
These are translated to B2B macro-segmentation as:
•
•
•
•
•
•

Geographics. Where.
Firmographics (or emporographics) – which is similar to demographic; i.e. company features, the
characteristics of the buying organization. Who.
Product and product usage. What, and How much.
Benefits desired, i.e. needs, preferences and desired relationship. Why.
Purchase Behavior. How.
Attitudes, or psychographics (What they think). 29 33

Micro-segments are homogenous groups of buyers within the macro-segments 26. Sometimes the same variables
are listed by literature as macro, and sometimes as micro-segmentation.
The most commonly used B2B segmentation variables are: 34 26 35
●
●
●
●

●
●
●
●

●
●
●

Geographic location of customers.
Geographic coverage.
Firmographics
- also known as emporographics, or feature based segmentation. It is the B2B equivalent of the B2C
demographic segmentation. 36 37 29 38 . It is feature-based, and includes characteristics such as:
o Company / organization size.
o Industry, or vertical, or business domain.
o Type of organization.
Benefit segmentation: the product's economic value to the customer.
Technology, brand (operating variables).
Business potential, including size, budget, spending, and trends.
Purchasing strategies, e.g.:
o Global vs. local decision-making structure.
o Structure of the decision-making unit.
o Decision-making power of purchasing officers vs. engineers or technical specifiers.
Supply Chain Position.
Situational factors: perceived importance of the product to the customer's business, application, urgency,
size.
Psychographics, or attitudes towards the supplier: personal characteristics of buyers, such as age,
education, job title and decision style, character, approach.

The industries, suppliers, and products are classified according to various segmentations such as:
●

●
●

Market-based classification systems such as the Global Industry Classification Standard (GICS), the
Industry Classification Benchmark (ICB) and The Refinitiv Business Classification (TRBC) are used in finance
and market research. 39
Supplier segmentation approaches. 40
Product classification. 41

2.2. B2G segmentation. Governmentgraphics
B2G segmentation has specific particularities compared to B2B and B2C:
●
●
●
●

Geographics: the location of suppliers is also an important variable, besides the location of the customers.
There are specific language requirements.
Regulatory environment and applicable legislation. 9
The feature-based segmentation of public procurement institutions is different.
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●

Figure 1. B2G segmentation

Due to comitology, psychographics and
the analysis of attitudes and behavior
are less relevant for the B2G market 12.
This is aligned with the perception of
analysts that purchasing behavior is
more rational in B2B than in B2C. 29

Therefore, in addition and complementary to
traditional B2B/B2C segmentation, we propose
a specific approach for B2G marketing.

Governmentgraphics is the specific B2G
segmentation approach, which analyzes
specific variables and indicators. It is a featurebased segmentation. It is similar to
firmographics in B2B, and to demographics in
B2C marketing.

Our proposed approach to B2G consists of the
following segmentation categories:
Table 2. B2G segmentation categories

Segmentation

Question

Examples

Governmentgraphics

Who buys

Authority type, activity (sector), regulation, level, size.

Firmographics

Who sells

Industry (vertical), company size, type.

Geographics

Where

Location of authorities and of suppliers. Coverage.

Product

What

Product, industry, technology, brand
(operating variables).

Cost

How much

Customer budget. Product price.

Procurement behavior

How

Procedures, regulations.

Business objectives

Why

Benefits. Needs.

Psychographics
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Table 3. B2G segmentation variables

Authority type

International organization, national or federal institution, national agency, regional
authority, local authority, utilities entity, institution governed by public law, private
non-government organization, private for-profit organization. 42

Activity (domain,
vertical)

Health, defense, social security, employment, education, environment, transport.

Level

International, national, regional, local.

Value

Transactional, or monetary segmentation:
•
•
•

Regulation

Market size, i.e. the total value of all projects.
Budget - a proxy for market size.
Average project size.

Applicable legislation and regulatory environment.

In addition to the proposed macro-segmentation, we also introduce a set of transactional indicators for
Governmentgraphics segmentation, describing recency, frequency, and monetary market characteristics. These
indicators are contextual:
Table 4. B2G transactional indicators

Market diversification Number and variety of contractors (suppliers).
Market fragmentation Number and variety of authorities, projects, or procurement procedures.
Partnership appetite The overall openness to partnership.
Partnership affinity The strength of the relation between 2 specific authorities and contractors.
The set of all relations form a market affinity graph.
Entry difficulty The openness to new suppliers, or the difficulty of the entry-barriers.
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3. B2G strategic marketing
The essence of strategic marketing is: segmentation, targeting, and positioning. 43 44
A marketing strategy consists therefore of:
•
•
•
•

Segmentation, i.e. the contextual, relevant analysis of the market.
Positioning, i.e. the analysis of the current position on the market. 45
Targeting, i.e. the analysis of the desired position on the market.
Plan for transitioning from the current to the target market position.

Figure 2. Marketing strategy
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