
What the 2026 price reversal 
can teach the 2027 restructure

143 weeks of US search data, 7,978 YouTube comments and a second case: 
Unity, 2023.

Naveen Raj Kanagaraj
September 2026 · Independent analysis, not affiliated with Microsoft Console image: Microsoft



01 Context · Executive summary

Customers punished the increase; the cut did not win them back

29.3×
Cancel searches the day 
after the increase, against 
2.9× after the price cut

10 days
Until the backlash faded. 
The price cut came on day 
202

~30M
Members by July 2026, 
down 4 to 5M. Sentiment 
recovered after the cut; 
members did not

2.7×
Godot’s search interest two 
years after Unity’s fee, 
against the year before it. 
Speed did not undo the 
switch

Thesis The increase likely paid, but cost trust. The 2027 risk is pairing a loss with a price cut, as in April 2026.

Sources: Google Trends, US; 7,978 YouTube comments; membership press-reported 2



01 Context · The ask

Four decisions for the 2027 change, before November 2026
DECISION EVIDENCE

01
DECIDE

Announce the loss on its own
No price change attached

2% → 17% Call of Duty’s share of comments when 
the April cut shipped with a loss

02
DECIDE

Give members three months’ notice
Announce in December, change in March

1.1×
Weekly cancel searches when July 2024 
gave two months’ notice. Oct 2025: 8.4×

03
APPROVE

Run four tests before setting a price
Playtime, price survey, geo test, message A/B

16% Share of comments public data can 
place in a segment

04
COMMIT

Judge the launch on 90-day retention
Not on sentiment

~30M Members held flat after the cut, while 
sentiment rose 11 pts

WHAT IS  AT STAKE

~30M
members to hold through the 2027 
change

November 2026 is FY27 Q2. The day-one change is taken as decided; this is how to launch it 3



01 Context · Background

Two price moves in seven months, in opposite directions

1 Oct 2025

+50%
Game Pass Ultimate rises from 
$19.99 to $29.99.

Oct 2025 to Jul 2026

~30M
Members by July 2026, down 
from a reported 34 to 35M peak: 
4 to 5M fewer.

21 Apr 2026

−23%
Ultimate cut to $22.99, two 
months into new leadership. 
Day-one Call of Duty removed at 
the same time.

Sep 2026

2027
Reports: day-one releases leave 
Game Pass in early 2027, with a 
price cut of about $3.

Not only price
Xbox hardware revenue fell 32% and 33% in the two quarters after the increase. 
Fewer new consoles means fewer new members at any price.

Not worldwide
Searches are US and in English; comments are English-language YouTube. Other 
markets are untested.

Sources: Xbox Wire, 21 Apr 2026; Microsoft FY26 Q2 and Q3 earnings; press reporting on membership and the 2027 plan 4



01 Context · Risk assessment

The reported 2027 plan repeats April’s structure
APRIL 2026 ·  CONFIRMED 2027 ·  REPORTED

The concession Ultimate cut to $22.99 Price cut of about $3

The loss Day-one Call of Duty removed All day-one releases removed

How it shipped Together, same day Together, as reported

WHAT APRIL TAUGHT

17.1%
of comments were about Call of Duty after 
the cut

2.1% 17.1%

Up from 2.1% after the increase. The loss 
crowded out the price cut.

Same structure, bigger loss: in 2027 the removal covers every day-one release, not one franchise.

Sources: YouTube comments; Xbox Wire, 21 Apr 2026. The 2027 plan is press-reported 5



02 Evidence · Customer insight

The increase drew ten times the response of the cut

Price increase, Oct 2025 Price cut, Apr 2026

0×

10×

20×

30×

−3 days Day 0 +4 +7 +14 days

29.3×

2.9×

Announcement

29.3×
Peak, day after the increase

2.9×
Peak, around the cut

10 days
Until the reaction faded. The cut came on day 202

Source: Google Trends, US only, daily, “cancel game pass”. Each series against its own six-week baseline. Faded = back under 4× for good 6



02 Evidence · Customer insight

Sentiment recovered after the cut. Members did not

IN THE COMMENTS: RECOVERED Oct 2025 increase Apr 2026 cut

Cancellation talk
Down 81%

13.0%2.5%

Rival mentions
Down 57%

12.0%5.1%

Net sentiment
Up 11 pts

+13.8 +24.9

Share of 7,978 YouTube comments, and net score. Cancellation searches were back to normal within 10 days.

IN THE MEMBERSHIP: NOT RECOVERED

~30M
members by July 2026

34–35M~30M

Reported peak to July 2026. No recovery after 
the April 2026 cut.

REVENUE CHECK ·  SPECULATION

At +50%, Ultimate could lose a third of 
members before revenue fell. Members fell 
about 13%. The increase likely paid; the cost 
was trust.

The unhappy members had already left, so they stopped being counted. The recovery was survivorship, not satisfaction.

Sources: 7,978 YouTube comments; Google Trends. Membership figures are press-reported 7



02 Evidence · Validation

Unity reversed in ten days. Its rival’s gains held

Godot, the open-source rival Unity

0

25

50

75

100

2022 2023 2024 2025 2026

Runtime Fee announced, revised 
10 days later

Unrelated 2026 rise 2.7×
Godot interest in Sep 2025, against the year before 
the fee

3 wks
For Unity’s own interest to return to baseline

The pattern in both cases

Price shock, then customers try an alternative, 
find it good enough, and a reversal arrives 
after the switch.

Source: Google Trends, US, weekly. Godot 4.0 shipped Mar 2023; the step change of Sep 2023 still held in Sep 2026 8



02 Evidence · Customer insight

Price and value dominate what customers talk about

At the increase At the cut

Price or value
34.6%

35.8%

Call of Duty
2.1%

17.1%

PlayStation or PS Plus
7.1%

3.8%

Steam
3.5%

1.4%

Own it or buy instead
4.7%

1.9%

Day-one releases
2.5%

3.6%

Cloud gaming
1.5%

0.4%

Backward compatibility
0.2%
0.3%

Lead with value
Price or value appears in about a third of all comments at 
both events.

Not with legacy
Backward compatibility appears in 0.2% of comments. It is a 
proof point for a niche, not a lead message.

Watch the substitute
More comments preferred buying games or their backlog 
(4.7%) than mentioned Steam (3.5%). The rival is often the 
purchase itself.

Source: 7,978 YouTube comments, keyword-coded. A comment can carry several themes 9



03 Customers · Segmentation

2027 hits new-release players hardest

The Backlog Player

271 comments 2027 impact: Low

Pays for: Games they would buy anyway, for less

Our move: Message: costs less than buying the 
games

“I’ll just pay $0 a month to play my backlog”

The Loyalist Who Left

114 comments 2027 impact: Depends

Pays for: A long relationship with the platform

Our move: Three months’ notice, nothing 
bundled

“For 20+ years I been subscribed to Xbox!”

The New-Release Player

923 comments 2027 impact: High

Pays for: Day-one access to new games

Our move: Size them first, then a retention plan

“What did it cost?” “COD.” “Ahh, so nothing!”

Keyword-coded. The three segments cover 1,241 of 7,978 comments (16%). Illustrations are not demographic 10



04 Strategy · Positioning

Position Game Pass against buying games outright

Positioning statement

For

Xbox players who get through five or more 
catalogue games a year

Game Pass is the

games subscription

That

costs less than buying the games they would play 
anyway

Unlike

buying games one at a time, their real alternative

Because

12 months of Premium, $180, costs less than five 
catalogue games at $40, $200

Illustrative value calculation

Game Pass Premium, 12 months
$180

Five catalogue games at $40
$200

Game Pass Ultimate, 12 months
$276

Seven catalogue games at $40
$280

4.7% of comments at the increase preferred their backlog or buying games, more than mentioned 
Steam (3.5%).

A hypothesis: tests 1 and 3. $40 per catalogue game is an assumption; at $69.99, Premium breaks even at three games 11



04 Strategy · Messaging

One message: still cheaper than buying, and no surprises

Core message

Game Pass still costs less than buying the games you would play, and you will always know what is coming.

Pillar 1

Value

“Less than buying the games you would 
play”

– A year of Premium ($180) costs less than five 
games ($200)

– Price or value in 35% of comments

Leads for
The Backlog Player

Pillar 2

Predictability

“No surprises”

– Three months’ notice, and pricing announced 
separately

– July 2024 gave two months’ notice: 1.1× cancel 
searches, not 8.4×

Leads for
The Loyalist Who Left

Pillar 3

Fresh catalogue

“New games keep arriving, on a published 
schedule”

– Release schedule published on day 0 (to build)

– Catalogue share of playtime (test 1, to build)

Leads for
The New-Release Player

Proof marked “to build” does not exist yet and has to ship with the announcement 12



04 Strategy · Channel plan

Brief creators first: the reaction lives on YouTube

Owned

Xbox Wire post Day 0
Announcement and value math

Console dashboard and app Day 0
One-line notice and calculator link

Member email Day 0
By tenure and play pattern

Store and Game Pass page Day 0 on
Value against buying

Earned

Creator briefing Day −7
Schedule and calculator, embargoed

Press briefing Day −3
Leads with notice, not price

Community Q&A Days 0 to 10
Product team answers live

Paid

Hold paid media Days 0 to 90
Do not pay to amplify a loss

Resume with pricing Jun 2027
Creative from test 3

Creators are a lead channel, not an afterthought. The 2025 and 2026 reactions played out under 34 YouTube videos, 
so the explainer must be live on day 0.

Day 0 = announcement day. Channel list is a plan to test, not a record of Xbox practice 13



05 Launch · Launch plan

Decide by November, announce in December, price in June

Workstream and owner
FY27 Q1
Jul to Sep 2026

FY27 Q2
Oct to Dec 2026

FY27 Q3
Jan to Mar 2027

FY27 Q4
Apr to Jun 2027

Tests 1 to 4
Consumer insights, data science

Tests

Go or no-go decisions
Leadership

Decide by Nov

Messaging and value calculator
Product marketing

Build and test copy

Creator, press and community
Comms, community, PMM

Brief then days 0 to 10

Announcement and notice
PMM, comms

Announce Dec Notice Change live, Mar

Tier pricing
Pricing, PMM

Geo price test, then price set

Measurement
Data science, PMM

Cohort tracking; 90-day read in March

Orange line = today, Sep 2026. Owners are functions, not named teams. Pricing is announced in June 2027 (FY27 Q4) 14



05 Launch · Launch communications

Lead with notice and value; leave the price for June

From March, new releases will join Game Pass on a schedule rather than 
on launch day. We are telling you three months ahead, so you can decide 
what your membership is worth to you before anything changes.

What stays: hundreds of games. On Premium, a year costs less than buying 
five of them.

Pricing for the new tiers follows separately in June. We are not asking you 
to trade one for the other.

Three months’ notice
Long-time subscribers posted that they quit the day they saw the 
2025 increase.

Value in plain numbers
Price or value runs through 34 to 36% of all comments.

Pricing announced separately
Pairing pushed Call of Duty from 2.1% to 17.1% of the 
conversation.

Draft copy for illustration. Assumes a December 2026 announcement and a March 2027 change 15



05 Launch · Validation plan

Four tests settle what public data cannot
Hypothesis Test Decided by

1 The day-one loss hits new-release 
players most

Split members by playtime on new vs 
catalogue games

Size of the group at risk

2 The right Ultimate price is $17.99 to 
$22.99

Price-sensitivity survey, then a geo test
Acceptable range, then 90-day retention

3 A value message retains better than a 
feature list

A/B test the announcement copy 30-day cancellation by version

4 Long-tenure members are the most 
exposed

Churn by tenure after April 2026 5+ year vs under-1-year churn

Price points and segment sizes stay open until these run. Tests use member data, a price survey or an A/B test 16



05 Launch · Measurement

Judge 2027 on retention, with targets set before launch
METRIC ROLE PROPOSED TARGET

90-day cohort retention Primary At or above the 2025 cohort

Cancellation rate First read Below Oct 2025, first 10 days

Downgrade rate Keeps the customer 1 in 3 leavers downgrade

Churn by segment New-release first Within 2 pts of others

Membership Where it rolls up Hold ~30M through FY27 Q4

Sentiment Biased by who stays No target

PREDICTION IF 2027 REPEATS 2026

15×+
Cancel searches at peak
Reads like the 29.3× increase, not the 2.9× cut

8 weeks
Until sentiment looks recovered
By then the unhappy have left

2 quarters
With no member recovery
As after the April 2026 cut

Targets are proposals to set against internal baselines. Predictions are dated and checkable in public search data 17



Appendix

About this study

Search

Google Trends, US. 143 weekly observations 
per series, Jan 2024 to Sep 2026, plus daily 
series around each event. Unity case: 
weekly, Jan 2022 to Sep 2026.

Comments

7,978 YouTube comments from 34 videos 
covering the two events, via the YouTube 
Data API. Two off-topic videos excluded.

Notice precedent

July 2024: Ultimate +18%, existing members 
paid more two months later. Weekly cancel 
searches rose 1.1×, against 8.4× in Oct 2025. 
The increases differ in size, so this supports 
notice; it does not prove it.

Rejected model

A standard interrupted time series flagged 
effects in the PlayStation Plus control. Both 
outside controls were contaminated by 
events of their own.

Two measures, one answer

Slide 6 shows the daily view, each series 
against its own six-week baseline. The 
robustness check divides weekly cancel 
searches by general Xbox interest, so 
outside shocks cancel out.

Limits

Timing shows association, not proof of 
cause; causal claims need member-level 
data. No demographics. Sentiment scores 
misread sarcasm, so theme counts are the 
robust measure. Two cases is not a law. 
Membership figures and the 2027 plan are 
press-reported. Console sales fell over the 
same period, a second cause of member 
loss. US data only.

Data and code

https://github.com/naveen-raj-kanagaraj/game-pass-2027-pricing-study

Independent analysis. Not affiliated with or endorsed by Microsoft, Xbox or Unity 18

https://github.com/naveen-raj-kanagaraj/game-pass-2027-pricing-study
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