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ABSTRACT  

Nowadays, the long-standing belief that product prices are uniform for everyone almost no longer 
exists. With the big data explosion and the growth of artificial intelligence (AI), personalized pricing 
has entered an in-depth stage where businesses leverage online activity data, browsing records, 
and real-time demographics to formulate tailored pricing. This paper examines the multi-faceted 
impacts of personalized pricing across corporate and governmental sectors in 2026. While 
personalized pricing drives short-term corporate profits and expands market access for price-
sensitive groups through a data-driven "Robin Hood" effect, these gains face rapid erosion in the 
long term. High data infrastructure overhead, algorithmic fragmentation, and customer poaching 
shrink corporate margins, while perceived unfairness severely damages brand loyalty. In the 
governance landscape, governments can leverage personalized pricing to automate social welfare 
and optimize infrastructure demand. However, risks such as public trust erosion, algorithmic bias, 
and systemic discrimination persist. We conclude that strict algorithmic audits are necessary to 
protect consumer privacy and market equity. 
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1. INTRODUCTION 

The long-standing belief that product prices are uniform for everyone almost no longer exists. After 

airlines changed their pricing strategies in the late 1970s, companies realized they could make more 
money by setting distinct prices for different individuals based on demand. But things did not stop 

there. The big data explosion and the growth of AI brought things to a new stage. Currently, 
personalized pricing goes in-depth; businesses use various data, such as online activity data and web 
browsing records, to formulate personalized pricing plans. Initially, this phenomenon was only seen 

in the airline and hotel sectors, but now it has become ubiquitous. It can be found in grocery stores, 

accompanied by super-targeted coupons, or when signing up for digital subscription services. 

Personalized pricing has stirred up a real storm among economists, lawmakers, and consumer 
protection groups. Louail et al. [1] claimed that it can actually open doors for people who are usually 
left out. By imposing higher fees on affluent buyers, companies can lower prices for individuals 

seeking discounts, thereby creating a Robin Hood effect. However, Edward  [2] pointed out that these 
algorithms do not always play fair, and most of us never really know how they work. Furthermore, 

as the Federal Trade Commission [3] intensifies its scrutiny of personalized pricing, concerns 
regarding the erosion of public trust and the loss of consumer surplus have moved to the forefront of 
the 2026 regulatory agenda. This article will examine the various prices that consumers receive and 

the risks associated with privacy leakage. While companies achieve higher profits in the short term 
due to the Robin Hood effect, in the long run, adopting personalized pricing might lead to a decline 
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in brand loyalty. For the government, inequality can be alleviated, but monopolies and privacy issues 

will become more severe. 

2. CORPORATE AND CONSUMER PERSPECTIVES 

2.1. Perceived Unfairness And Consumer Loyalty 

In personalized pricing, each consumer is charged according to their individual reservation price [4]. 

Therefore, consumers might believe that it is unfair to receive different prices. If firms set the price 
at exactly the price that consumers are willing to pay, then certain consumers have to pay more than 
others. According to Talker Research [5], 37% of people believe that personal pricing is less fair than 

fixed pricing. Research published in the JOSR Journal [6] also suggests that while businesses gain 
profits, consumers suffer losses when prices are unstable. As consumers are highly sensitive to 

perceived losses, if they find out a neighbor paid less for the same flight or product, this will trigger 
a stronger negative emotional response than the positive response of getting a discount. Therefore, 
after using personalized pricing, some people might experience higher prices, believing it is unfair. 

The firms will lose loyal customers, leading to lower sales. 

2.2. Privacy Leakage And Algorithmic Opacity 

Moreover, personalized pricing will lead to the leakage of user privacy and the opacity of AI authority, 
ranging from browsing histories and device types to real-time geographic locations and inferred 
socioeconomic status. The more a company knows about a user’s habits or urgency, the more 

precisely it can extract a price premium. The lack of algorithmic transparency sets up a real power 
imbalance. Consumers usually do not realize they are being tracked or that their personal data is being 

resold. This constant surveillance gradually diminishes individual freedom, erodes individual 
autonomy, and risks deepening economic disparities among consumer segments who may be targeted 

with higher prices based on data-driven profiles they have no power to contest. 

3. BENEFITS AND DYNAMICS OF MARKET ACCESS 

3.1. Market Access for Price-Sensitive Consumers 

On the other hand, personalized pricing benefits consumers primarily by expanding market access 
and lowering costs for price-sensitive individuals. In a traditional fixed-price system, a single optimal 
price often excludes lower-income shoppers who can afford above the baseline cost but below the 

market price. However, by using data to identify different spending intentions, firms can implement 
price discrimination or targeted discounts to make products accessible to those previously priced out. 

Talker Research [5] indicates that over 60% of consumers actually pay less under personalized pricing 
models than they would under a uniform price. Therefore, those who benefit from personal pricing 

will become loyal consumers and continue to purchase the products. 

3.2. Hyper-relevant discounts and the Robin Hood effect 

Traditional one-size-fits-all pricing models are being replaced by AI-driven Hyper-Relevant 

Discounts, a system that blends win-back offers and loyalty incentives into a single, behavior-aware 
strategy. Instead of dropping prices indiscriminately, the algorithm decodes consumer intent to 
distinguish between a simple lack of interest and actual price barriers. It triggers a specialized  

discount only when a user demonstrates high intent, such as viewing an item three or more times and 
adding it to the cart, but halts the purchase or stops using the service because they find it too expensive. 

By delivering these hyper-relevant, tailored coupons directly to the user, the system eliminates the 
time spent hunting for generic sales while injecting urgency through tight expiration windows lasting 
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only a few hours. Ultimately, this creates a data-driven Robin Hood effect, where less price-sensitive 
users pay a premium for convenience, effectively subsidizing deeper discounts for students, retirees, 

and lower-income households. 

4. PROFIT GAINS AND IMPLEMENTATION COSTS FOR BUSINESSES 

4.1. Short-term Profit Gains 

Adding a premium for consumers with higher budgets increases business profits. According to Dubé 
and Misra [7], personalized pricing allows firms to generate a 55% increase in profits. Another 
research indicates that experimenting with personalized prices can increase profits by 84% [8]. 

Overall, personalized pricing seems to have a huge improvement in firms’ profits. 

4.2. Implementation Costs And Data Fragmentation 

However, using personal pricing also involves higher costs, including high implementation 
expenditure, data costs, and profit erosion due to intensified competition. McKinsey [9] indicates that 
personalization efforts frequently fail due to data fragmentation. Poor-quality data used for 

personalized pricing costs organizations an average of $12.9 million per year. Thus, Gartner [10] 
predicts that 30% of generative AI pricing projects will be abandoned by the end of 2025 because 

firms cannot maintain the clean, unified data foundations required to make the algorithms accurate. 

4.3. Competitive Poaching And Margin Erosion 

Additionally, when all firms in a market use personalized pricing, they begin aggressively poaching 

each other’s price-sensitive customers. This results in a race to the bottom, where the increased costs 
of technology combined with thinner margins for the most active shoppers can leave the firms worse 

off than if they had stuck to uniform pricing. Ultimately, high data costs and aggressive competition 

often cause personalized pricing to backfire, leaving firms with higher overhead and thinner margins. 

4.4. Long-term Brand-Loyalty Effects 

In the long run, firms might make less profit by using personalized pricing. Since consumers are 
price-sensitive, a Gartner Survey [10] found that personalized marketing generates negative 

experiences for 53% of customers. These customers were 3.2 times more likely to regret a purchase 
and 44% less likely to buy from the brand again, decreasing brand loyalty. Therefore, in the long run, 
adopting personalized pricing will only benefit consumers who pay prices lower than the market  

prices. As a result, the profit margins of enterprises will shrink, and the profits brought about by using 

personalized pricing may actually end up lower compared to not adopting this pricing strategy. 

5. PERSONALIZED PRICING IN PUBLIC GOVERNANCE 

5.1. Automated Welfare And Progressive Pricing 

In the 2026 governance landscape, personalized pricing, often framed as equitable or smart pricing, 

serves as a transformative policy aimed at achieving social equity and administrative efficiency. The 
primary advantage of governments using personalized pricing lies in the automation of social welfare. 

By integrating real-time tax and social service data, governments can implement progressive pricing 
for essential public goods like water, electricity, and transportation. Progressive pricing enables 
differentiation by pushing the logic of discrete price points to its practical limit, offering each 

customer a fair, personalized product and price point [11]. This automatic cost reduction for low-
income households is funded by premium pricing scaled for high-income groups, creating a Robin 
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Hood effect that reallocates economic resources from the wealthy to the vulnerable. This mechanism 
narrows the wealth gap in public consumption, ensures universal access, and eliminates the poverty 

trap often caused by high fixed utility costs. 

5.2. Infrastructure Demand Management 

Furthermore, personalized pricing is a critical tool for infrastructure demand management. A study 

evaluating the behavioral shifts of regular commuters when given tailored distance-dependent 
monetary rewards to avoid peak rush hours found that the relative share of peak-period trips decreased 
by 22% during the reward period [12]. Moreover, implementing dynamic pricing models within 

transit networks effectively lowers peak loads, optimizes vehicle routes, and significantly minimizes 

local air pollution and noise compared to static pricing structures [13]. 

5.3. Public Trust And Perceived Unfairness 

However, the implementation of personalized pricing by state governments may create serious socio-
political and ethical drawbacks. The most urgent issue is the loss of public trust. When the government 

shifts from uniform pricing to personalized pricing, it risks being perceived as a predatory entity. If a 
citizen discovers they are being charged more for a toll or utility than their neighbor based on a 

different willingness-to-pay metric, it triggers a perception of unfairness that can lead to widespread 

social unrest. 

 

Figure 1. Consumer sentiment toward personalized pricing 

Source: Consumer Sentiment Survey - cited in paper 

5.4. Algorithmic discrimination 

Furthermore, there is a severe risk of algorithmic discrimination. Even when designed for equity, 
algorithms often rely on proxy data (e.g., zip codes, education levels, or device types) which can 

inadvertently correlate with race, disability, or age. In 2026, legal experts warn that this algorithmic 
bias can create disparate impacts, where marginalized groups are systematically penalized by the 

identical systems meant to help them, leading to costly civil rights litigation[14]. Bringing algorithmic 
personalized pricing into government services threatens public trust, breeds feelings of unfairness, 
and exposes vulnerable groups to systemic discrimination. To maintain transparency and prevent 

black box biases, governments must fund high-cost algorithmic audits, yet these bureaucratic 

compliance demands can sometimes exceed any benefits from the pricing system itself. 
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5.5. Monopoly and Barriers To Entry 

Additionally, personalized pricing might fuel the trend of monopoly. The high cost of the AI and data 
infrastructure needed for effective personal pricing can prevent new, smaller companies from entering 

the market. This makes it extremely difficult for small firms to compete on profit margins, reducing 
market competition. Yuldasheva et al. [15] argue that without free and fair competition, this can lead 

to a reduction in the labor force, low-quality production, and overselling. Therefore, the trend toward 

monopoly might create a net welfare loss and deallocate resources. 

6. PATH-DEPENDENT BEHAVIORAL TRAJECTORIES AND FIRST-
DEGREE DEGRADATION 

6.1. Path-Dependent Behavioral Trajectories and First-Degree Degradation 

Traditional economic models evaluate price discrimination through static frameworks. However, in 
the 2026 digital marketplace, algorithmic personalized pricing operates dynamically, transforming 
what Pigou termed "first-degree price discrimination" into a real-time behavioral continuous feedback 

loop. Algorithms no longer treat consumer utility as a fixed baseline; instead, they analyze path-

dependent consumer actions to identify temporal vulnerabilities. 

 

Figure 2. Dynamic feedback loop in algorithmic personalized pricing 

Source: Author's elaboration 

When an algorithm isolates an individual, it measures cognitive metrics such as search speed, cross-

tab comparison frequencies, and shopping cart abandonment duration to determine the consumer's 
baseline anxiety or product reliance. For instance, if a user repeatedly checks a premium flight 

itinerary within a condensed window while their localized battery percentage falls, the system updates 
its internal parameters to reflect a steep decline in price elasticity, immediately adjusting the final 

price 𝑃𝑖 upward to match this surge in real-time demand. 

6.2. The Information Asymmetry Matrix 

The expansion of personalized pricing relies entirely on structural information asymmetry. In a 
perfectly transparent marketplace, consumers would counter algorithmic extraction through 

collaborative arbitrage (e.g., decentralized data pooling or real-time spoofing networks). 

To prevent this, corporations shield their operational pipelines through complex software obfuscation, 

multi-layered tracking variables, and dynamic front-end rendering engines. 

 

Figure 3. Corporate price obfuscation matrix 

Source: Author's elaboration 
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By ensuring that no two browsers display identical structural pricing, companies break down 
collective consumer bargaining power. This turns shopping from a public activity with a single set 
price into a series of isolated, private transactions where the consumer cannot tell if they are receiving 

a true discount or being charged an inflated premium. 

7. CONCLUSION 

Personalized pricing in 2026 represents a double-edged sword across markets and governance. While 
it drives immediate corporate profits and expands market access for price-sensitive groups through a 
data-driven Robin Hood effect, these gains face rapid erosion. In the long term, high data 

infrastructure overhead, algorithmic fragmentation, and customer poaching shrink corporate margins, 

while perceived unfairness severely damages brand loyalty. 

Furthermore, while governments get efficiency boosts from this technology by streamlining welfare 
programs and managing infrastructure, there are significant dark sides, such as privacy erosion, 
algorithmic discrimination, and market monopolization. When a handful of companies control so 

much data, real competition fades. To prevent a complete erosion of consumer surplus and public 
trust, policymakers must enforce strict algorithmic audits, ensuring that corporate efficiency does not 

outpace the fundamental right to consumer privacy and equity. 
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