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Questions this paper answers 

• Why do interested prospects keep postponing a decision without saying no? 

• Why can staying with the current provider feel easier than switching to us? 

• How can we make the first step easier for a buyer who already wants to proceed? 

• How do we find unnecessary friction between being interested and getting started? 

 

Definition.  "Status quo" is the tidy, formal way of saying "this is how things are, for the 

moment." Status quo bias is what keeps that moment from moving. It's the tug to stick with 

the current plan, the current vendor, the current arrangement, even when the alternative is 

sitting there, plainly better. Inertia sits right next to it, quieter but just as influential, the habit 

of doing nothing at all. Same root, same predictable rhythm: for most people, not acting feels 

easier, and it feels safer, than acting. That's how "later" keeps winning. This entry is about the 

way it wins, and the ways you can stop handing it the match. 

 

The Deal That Died of "Later" 

Every pipeline review has a familiar ghost. There's the deal everyone likes. The prospect said the 
pain was real, liked the people, nodded along through the proposal, and then dropped the line 
every business developer wants to hear: "This looks great. Let's pick it up after quarter-end." 

That was three quarter-ends ago. 

No rejection ever arrived. No objection surfaced that anyone could answer. Nobody asked for a 
reference you could provide, nobody circled a number that could be worked through. There was no 
fight to win. The deal simply sat, getting older in the CRM the way an unused gym membership 
ages, while "after the quarter" turned into "after the audit," and later still into "after the new CFO 
settles in." 

After thirty-five years of pipeline meetings, there's a count I know people avoid making: I've seen 
more revenue disappear into "later" than I've lost to every named competitor put together. 
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Competitors, at least, show up and beat you. "Later" doesn't bother, it just lets the file go stale until 
nobody even remembers to ask. 

What follows is the research behind that, and why all those polite check-in emails were never built 
to work. 

 

Why People Stay Put 

Look around and you see it everywhere. Bank accounts sit untouched for years. Phone contracts 
renew themselves. Gym memberships outlast the last visit by a decade. Often the better option is 
obvious, reachable, genuinely better, and still people remain where they are. We like to call it 
laziness. The research reads it differently, as a stable, repeatable decision pattern. 

Samuelson and Zeckhauser put a name to it in "Status Quo Bias in Decision Making" (Journal of 
Risk and Uncertainty, 1988). One of their demonstrations is almost annoyingly simple. Participants 
imagined inheriting money that was already invested in a particular mix, then they were asked what 
they'd do. Most stayed close to the original allocation. Another group got the same amount as cash 
and, given the same list of choices, made noticeably different selections. Nothing meaningful had 
changed, no new information, no new stakes. The change was only this: which option got framed as 
"what you already have." That label alone steered the decision. 

It really can be that plain. As soon as something is treated as the current position, it picks up an 
edge its quality didn't earn. People don't begin from a clean slate and calculate the best route 
forward. Usually they begin where they stand, and they wait until there's a reason strong enough to 
move them. "Good enough for now" rarely provides that reason. 

Doing Nothing Feels Safer Than Doing Something 

So why does staying put grip so tightly? Loss aversion is one piece, covered earlier in this library, 
the basic idea that losses feel heavier than gains of the same size. Kahneman, Knetsch, and Thaler 
tied that directly to inaction in "Anomalies: The Endowment Effect, Loss Aversion, and Status Quo 
Bias" (Journal of Economic Perspectives, 1991). Changing means giving something up, and giving 
something up gets experienced as a loss. That's why an upgrade can still feel, emotionally, like 
you're losing. 

Then come two drivers that are less abstract and more lived. Action takes work, forms to fill, calls 
to make, options to compare, time to spend. And action pins responsibility on you. If you switch 
and it goes poorly, you own it. If you do nothing and it goes poorly, it feels like weather, a thing that 
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happened. Put those together and the pattern hardens: change reads as loss, acting costs effort, 
acting attracts blame. Inertia becomes stubborn. 

The Power of the Default 

If you want the cleanest example of this operating at scale, organ donation is hard to ignore. 
Johnson and Goldstein looked at default settings in "Do Defaults Save Lives?" (Science, 2003). They 
compared countries that require an active opt-in with countries where consent is presumed unless 
a person opts out. The default changes what doing nothing means; consent is not the same as a 
completed donation. 

Behaviorally the gap is enormous. In the 2003 paper's comparison, Austria's effective consent rate 
was 99.98 percent; Germany's was 12 percent. Those are historical consent figures, not today's 
donation rates. The comparison alone cannot isolate every national difference, but the authors 
also tested defaults experimentally. The important lesson is how much the no-action setting can 
shape consent. 

Nearly one hundred to twelve. I've never watched a marketing campaign produce a gap like that. 
The default deserves a place in the explanation. 

Make the Easy Path the Right Path 

Thaler and Sunstein took that logic and built an approach around it in Nudge (2008). Their central 
idea, choice architecture, is that decision structure, what happens automatically, how many steps 
it takes, which option is treated as standard, steadily guides what people choose. People slide 
toward the lowest-resistance route. The practical lesson lands quickly: if you want someone to act, 
make acting the easiest thing to do. Strip steps away. Set a sensible default. Remove the tiny 
frictions that give "later" room to breathe. 

And nobody's being tricked here. It's the opposite move, clearing the clutter between a decision 
someone is already leaning toward and the action that completes it. 

Why This Belongs in Decision Architecture 

Here's what still surprises practitioners: certainty doesn't reliably create motion. A buyer can 
sincerely judge you the right choice and still not proceed. Everything earlier can go exactly as it's 
supposed to, the problem feels urgent, credibility holds, the proof convinces, the risks look 
managed. Yet the process still stalls on inertia by itself. The buyer intends to act. Just not today. 
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That's where the Access gate earns its place. If Safety lowers the fear of getting hurt, Access lowers 
the effort and exposure of the next step. Safety answers, "Will this hurt me?" Access answers, "Is 
this easy to start?" A good next step is intentionally small and unmistakable, a short call instead of 
a contract, a first meeting instead of a leap. Since behavior follows the easiest path, Access makes 
the route toward commitment the simplest route available. Skip that work and even a buyer who 
trusts you can drift into doing nothing. 

This gets stronger as decisions run through machines. Often the path to action goes through a 
search result, an app, or an AI assistant. When the next step is buried, slow, or awkward in those 
channels, inertia becomes the automatic outcome, and the evidence on defaults says the 
automatic outcome tends to win. The firm that makes the next step simple and reachable removes 
the last barrier. The firm that doesn't ends up handing the decision to "later," almost without 
noticing. 

The Marketing Read 

Your real competitor was never the other vendor on the shortlist. It was nothing happening at all. 
Pipelines are crowded with deals that will die without anyone deciding anything, and most 
marketing plans don't contain a single line aimed at that opponent. 

Start, then, with the count you'd rather not do. Pull last year's losses and split them into two piles: 
deals where someone chose against you, and deals that just... stopped. If the second pile is larger, 
you've been outfitting yourself for the wrong fight. All the material built to win arguments, 
comparisons, differentiators, proof, doesn't touch an opponent that never argues back. 

The chair decides the play. If you're the incumbent, inertia is your moat, and the research suggests 
you deepen it: recurring reviews already on the calendar, renewals that happen unless someone 
intervenes, integrations that settle into the client's routines. Each useful, clearly agreed default is 
one less decision the client has to reopen. Keep renewal terms visible and changing course 
straightforward. 

If you're the challenger, be clear about what you're pricing against. The buyer isn't weighing you 
against their current provider in the abstract, they're weighing you against doing nothing, and doing 
nothing is free, effortless, and blameless. You beat it the way the evidence tells you to: shrink the 
first step until ignoring it takes more effort than doing it, make it reversible, and put a date on it, 
because "later" thrives on open-ended. 

Then run an audit on your own funnel for checkbox moments. Count the steps between 
"interested" and "started." Each extra form field, every scheduling loop, every "let's find a time next 
month," is a small donation to the status quo. The practical lesson is to inspect the no-action path 



Status Quo Bias and Inertia 

 Decision Architecture Research Library Entry 05  ·  6 

as well as the sales argument. You may not need to rewrite a willing buyer's beliefs; you may need 
to remove the work standing between agreement and action. 

What tends to backfire is the big ask. A proposal that demands a committee when a conversation 
would do. A contract where a short call could move things forward. A "schedule a demo" button 
sitting on top of a seven-figure decision. Raise the stakes of the next step and you hand "later" a 
clean win. I've watched firms respond to stalled deals by making the offer bigger, adding scope, 
adding value, piling on reasons, even when the deal already had plenty of reasons. Persuasion was 
never the blockage. The deal was choking on effort. 

So here's the hard call. If your losses end in nothing instead of no, stop building materials meant to 
win arguments, and start building steps that end them. "Later" stays undefeated against firms that 
keep asking for leaps. 
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