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Colgate toothpaste is a convenience consumer product within Colgate-Palmolive’s global oral-care
portfolio. It competes in a category characterized by frequent repeat purchase, strong brand
recognition, retailer power, product differentiation, professional recommendations, and relatively low
switching costs for consumers. Colgate-Palmolive remains the global market leader in toothpaste. In
its second-quarter 2026 results, the company reported a 41.3 percent year-to-date global toothpaste
market share and a 32.7 percent share of manual toothbrushes (Colgate-Palmolive Company, 2026a).
These figures show strong competitive scale, but maintaining that position depends on more than low
price.

The company’s broader financial position also matters because advertising, research, manufacturing,
distribution, and retailer support are funded at the corporate level. Colgate-Palmolive reported 2025
worldwide net sales of $20.38 billion. In Q2 2026, company-wide net sales increased 4.9 percent year
over year, organic sales grew 2.4 percent, and management reported a 15 percent increase in
advertising spending for the quarter. Management’s stated strategy emphasizes premium, science-
led innovation and omni-channel demand generation rather than simple price competition (Colgate-
Palmolive Company, 2026a, 2026b).

Market Position

Colgate competes against multiple brands with different positioning. Crest, owned by Procter &
Gamble, competes broadly across cavity protection, whitening, gum health, and premium oral care.
Sensodyne and parodontax, associated with Haleon, are strongly positioned around sensitivity and
gum-health benefits. Other competitors vary by geography and include local or regional toothpaste
brands, private-label products, natural-positioned products, and specialist therapeutic offerings.

Consumers do not choose toothpaste on price alone. The relevant benefits include cavity protection,
sensitivity relief, whitening, gum care, breath freshness, ingredient preferences, taste, professional
recommendation, packaging, and perceived effectiveness. This makes toothpaste well suited to
benefit segmentation, in which markets are organized around the benefits consumers seek rather
than demographic categories alone (Haley, 1968). Two consumers buying the same basic category
may value very different outcomes, so one uniform Colgate product cannot maximize relevance
across the whole market.

Segment Main Need Competitive Basis
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Everyday Cavity prevention and general Trust, price, availability, familiar brand
protection oral health
Sensitivity Relief from dentin sensitivity Clinical evidence, professional credibility,

repeat efficacy

Whitening Visible cosmetic improvement Perceived results, innovation, premium
presentation

Gum health Gingival-care benefits Science-led claims and professional
recommendation

Children Age-appropriate oral care Taste, packaging, fluoride guidance, parent
trust

Colgate’s scale creates important advantages. Global distribution makes the brand widely available,
large advertising budgets reinforce awareness, and relationships with retailers and dental
professionals support credibility. The existing Academic Master analysis of Colgate-Palmolive’s
corporate strategy also shows why oral care benefits from the resources of a diversified multinational
company rather than operating as an isolated toothpaste business.

However, scale also increases complexity. Consumer preferences differ across countries, and a
product successful in one region may require different flavors, claims, packaging sizes, or price points
elsewhere. Colgate-Palmolive’s 2026 management commentary highlights different innovation
strategies by geography, including sensitivity products in Europe and whitening products in Asia
Pacific and Latin America. Global leadership therefore depends on local adaptation as well as global
brand strength (Colgate-Palmolive Company, 2026b).

Demand Drivers

Price affects toothpaste demand because consumers can switch among substitutes. If Colgate raises
its price while comparable alternatives remain unchanged, some buyers may move to Crest,
Sensodyne, store brands, or another toothpaste. The size of that response is the price elasticity of
demand. Elasticity is unlikely to be identical across the portfolio. A basic toothpaste with many close
substitutes may be more price-sensitive than a specialist product purchased for a particular
therapeutic benefit.

Brand loyalty reduces but does not eliminate elasticity. A consumer who has used Colgate for years
may tolerate a modest price increase because switching creates uncertainty about taste or
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performance. Retail promotions can temporarily alter that behavior by reducing the perceived cost of
trial. This is why pricing decisions should consider competitor prices, promotional frequency,
consumer loyalty, retailer margins, and the product’s specific value proposition.

Advertising shifts demand when it changes awareness, preference, or perceived differentiation.
Colgate-Palmolive continues to invest heavily in brand support; management reported advertising
spending up 15 percent in Q2 2026 and stated that strong investment would continue through the
year (Colgate-Palmolive Company, 2026a). The economic value of advertising should therefore be
judged by incremental demand, retention, and brand health rather than by spending alone.

Digital channels have changed advertising economics. Colgate-Palmolive describes its current
approach as omni-channel demand generation, reflecting a customer journey in which discovery and
purchase occur across search, social media, retailer websites, physical stores, professional
recommendations, and brand content. The company reported double-digit e-commerce growth in
toothpaste in early 2026, illustrating why online visibility has become part of market-share defense
rather than a separate e-commerce strategy (Colgate-Palmolive Company, 2026c¢).

Product quality and innovation also shift demand. Science-led claims can support premium pricing
when consumers perceive a meaningful benefit. Whitening, sensitivity, gum health, enamel care, and
improved formulations can create differentiated subcategories. Innovation is especially important in
mature categories because the basic consumer need—cleaning teeth—changes slowly. Growth often
comes from convincing consumers to trade up to products offering additional benefits.

Professional recommendation can affect demand differently from conventional advertising. Dentists
and hygienists influence trust in therapeutic categories because consumers may perceive their advice
as more credible than a commercial message. Claims used in these segments should therefore be
supported by appropriate evidence. Overstated health claims could damage both regulatory
compliance and brand trust.

Cost Structure

Toothpaste production involves raw materials, packaging, manufacturing labor, energy, quality
assurance, transportation, warehousing, marketing, retailer allowances, and corporate overhead.
Some costs change relatively little with short-term output, while others increase with each additional
unit. Economic analysis separates fixed, variable, average, and marginal costs to understand how
output decisions affect profitability (Rios et al., 2013).

Marginal cost is the additional cost of producing one more unit. In a simplified manufacturing model,
marginal cost may initially benefit from efficient use of capacity and then rise as production
approaches operational constraints. Average fixed cost normally declines as fixed expenses are
spread across more units. Average variable and total costs depend on input prices, productivity,
utilization, and manufacturing efficiency.
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Global manufacturing can create scale economies, but the original claim that one South African plant
handles “most” Colgate production is not supported by current company information and should not
be used. Colgate-Palmolive operates a global manufacturing and distribution network. The economic
advantage comes from scale, sourcing, production efficiency, regional supply networks, and
accumulated manufacturing expertise rather than from one plant serving the world.

Commodity prices, oil-related inputs, tariffs, foreign exchange, transportation, and packaging can
change marginal and average cost. Colgate-Palmolive stated in Q2 2026 that higher oil and
commodity prices and tariff costs were creating pressure, while productivity programs and revenue-
growth management were helping offset those effects (Colgate-Palmolive Company, 2026b). This
shows why a pricing decision cannot be based only on consumer demand; it must also protect
contribution margin when input costs change.

Packaging innovation affects both cost and environmental strategy. Colgate-Palmolive reported in
2026 that approximately 98 percent of its toothpaste SKUs globally had transitioned to its recyclable
tube format. Such changes can create short-term investment and conversion costs while supporting
material goals, retailer expectations, and brand positioning over a longer period (Colgate-Palmolive
Company, 2026d).

Government regulation also affects cost. Toothpaste claims, ingredients, labeling, manufacturing
standards, and advertising requirements vary by jurisdiction. Compliance expenses can increase cost,
but they also protect consumers and reduce the market advantage of unsafe or misleading products.
Regulatory cost should therefore not be treated purely as an economic inefficiency.

Profit Strategy

The previous recommendation proposed lowering Colgate prices to increase market share. That
approach is too simple. A price cut increases unit demand only if the additional volume is large
enough to offset the lower contribution earned per unit. It may also encourage competitors to respond
with their own discounts, reducing profitability throughout the category. For a brand already holding
more than 40 percent of the global toothpaste market, indiscriminate price cuts could sacrifice value
without creating durable loyalty.

A stronger profit strategy combines segmentation, premium innovation, disciplined pricing,
productivity, and distribution. Basic products can remain accessible in price-sensitive segments, while
differentiated products in whitening, sensitivity, gum health, or other benefit categories can support
higher margins when evidence and consumer value justify the premium. Pack sizes and formats can
also create different entry prices without requiring one global price position.

Revenue-growth management can help determine where price increases are feasible, where
promotion is necessary, and which product or pack combinations deliver the strongest margin. The
company should distinguish between volume generated by genuine consumer preference and volume
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purchased only during promotions. Frequent discounting can train customers to wait for lower prices
and weaken premium positioning.

Innovation should be evaluated through incrementality. A new toothpaste creates value when it
attracts new users, raises willingness to pay, expands a benefit segment, or reduces switching.
Simply moving existing Colgate customers from one product to another at similar margin does not
necessarily create substantial growth. Management should therefore track repeat purchase,
household penetration, full-price sales, category growth, and margin rather than launch count alone.

Omni-channel execution is equally important. Retail shelves remain central, but consumers
increasingly search online before purchasing either online or in a physical store. Product information,
reviews, search visibility, digital advertising, retailer availability, and consistent claims should
reinforce one another. Colgate-Palmolive’s 2030 strategy identifies omni-channel demand generation
as a central capability, reflecting this shift in consumer behavior (Colgate-Palmolive Company, 2026c¢).

Colgate toothpaste’s competitive position is therefore stronger than a simple supply-and-demand
diagram suggests. Demand is shaped by price, substitutes, loyalty, advertising, innovation,
professional credibility, and consumer needs. Supply and profit are shaped by scale, input costs,
productivity, distribution, regulation, and packaging. The company’s 41.3 percent global toothpaste
share in the first half of 2026 demonstrates substantial brand strength, but maintaining that
leadership requires continued differentiation and cost discipline. The most defensible economic
strategy is not uniformly lower prices; it is to create enough consumer value that Colgate can protect
both market share and sustainable margins.
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