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Bumble Bee Foods

About Bumble Bee Foods
Bumble Bee Foods was founded by a handful of  
dedicated fishermen in 1899. Today, privately held and 
headquartered in San Diego, Bumble Bee Foods, LLC is 
North America’s largest branded, shelf- stable seafood 
company, offering a full line of canned and pouched 
tuna, salmon, sardines, and specialty seafood products 
marketed in the U.S. under leading brand’s including 
Bumble Bee®, Brunswick®, Snow’s® and Beach Cliff®, 
and in Canada under the Clover Leaf® brand.

With the costs to produce and distribute seafood rising 
to historic levels, a key challenge for Bumble Bee is to 
maintain a competitive price point for their customers 
without sacrificing quality. It is a goal that requires  
an ongoing commitment to internal efficiencies and 
business cost reduction.

Burden of an Archaic System
One area where the organization was challenged was in 
their procure-to-pay process. The AP department was 
distributed across six independent processing centers 
in the United States, Canada, and Puerto Rico. Invoice 
processing was 100 percent paper-based, resulting in a 
lack of process visibility and substantial inefficiencies. AP 
clerks spent as much as 80% of their time tracking down 
missing invoices and responding to inquiries. Individual 
invoices were taking 16 to 20 days to process and had an 

average cost of $5.80, roughly 65 percent higher than the 
industry average. Auditor requests took weeks to fulfill. 
It was clear they needed to address these issues and 
redesign their P2P systems company-wide.

Bumble Bee began the search for a solution that would 
allow them to eliminate manual processes, standardize 
and consolidate operations. To get started, they complet-
ed an internal envisioning initiative to identify specific 
areas to improve:

• Time to process vendor invoices: The average time 
to process invoices was 16-20 days.

• Missed discounts: The high processing time was 
causing the loss of vendor discounts and benefits.

• Cost to process invoices: Bumble Bee’s cost to 
process an invoice was almost 65% higher than the 
industry average of approximately $5.

• Process visibility and tracking: Manually routed 
invoices would go missing or entirely lost and created 
substantial duplication of efforts.

• Responsiveness to inquiries: Auditor requests often 
took weeks to fulfill. The amount of time spent 
searching for invoices and responding to inquiries 
accounted for as much as 80% of the corporate AP 
clerk’s day.

Heading up the search for a solution was Farrah  
Goldberg, General Accounting Manager at the San Diego 
head office. “We were really lacking on the procure-to-
pay side as far as technology. It was a very archaic pro-
cess. We needed a tool that would allow us to optimize 
processes and ultimately reduce costs per invoice,” says 
Goldberg. 

“By redesigning and optimizing our  
processes we’ve decreased invoice  
processing costs by over 50%,  
reduced errors and reduced  
headcount from 13 to 5.”
Farrah Goldberg
General Accounting Manager, Bumble Bee Foods

Redesigned Purchase-to-Pay Solution  
Cuts Costs and Illustrates the Value of a 
Digital Transformation
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Defining and Verifying a Solution
After identifying their over-arching goals for the initia-
tive, Bumble Bee brought in Optima ECM Consulting to 
help architect a specific solution. Our first task was to 
evaluate and refine their goals and ECM vision based 
on our experience with P2P solutions. It was essential 
to manage the scope of the project to ensure that the 
change wasn’t more than the company could absorb at 
one time. 

As an SAP® user, Bumble Bee wanted to leverage their 
existing investment and find a complementary set of 
solutions that integrated tightly with their SAP Enter-
prise Resource Planning (ERP) platform, so we worked 
with them to evaluate and rank the technology options 

available. We concluded the best solution for their 
current and long-term vision would combine the power 
of OpenText VIM, SAP Invoice Capture Center and SAP 
Document Access. 

Our next step was to work with the CIO, CFO, and  
Director of Finance to create a detailed proof of concept 
to evaluate the ROI, utility and viability of the initiative 
based on the defined parameters. The results were clear 
showing both immediate benefits and future value in 
extending the platform. Bumble Bee was prepared to 
move forward.

Bringing the Solution to Life
Following our proven Optima Accelerate™ methodology, 
we launched the project and coordinated with each of 
the impacted teams to redesign, refine and optimize 
their P2P workflows to take advantage of the capabili-
ties of the software. The OpenText VIM solution is built 

to integrate seamlessly with SAP and offers workflow 
functionality enabling users to easily manage and route 
invoices for approval. “We liked the fact that VIM  
synched so well with SAP. The screens looked very  
similar to what our AP group is used to seeing with  
SAP and so we knew it would be a smooth transition  
for the team,” said Goldberg. 

Adding SAP Invoice Capture Center (ICC) allowed the 
organization to augment the capabilities of VIM and 
completely automate the capture of paper invoices with 
advanced OCR technology. ICC extracts invoice data and 
virtually eliminates human intervention and manual 
errors in the invoice capture stage of AP processing.  
The final component was SAP Document Access used to 
store invoices that have been scanned into the system, 
allowing Bumble Bee to eliminate their paper filing  
system and archive all invoices digitally going forward.

Throughout the redesign and build we were continually 
communicating with the Bumble Bee team to prepare 
them for the testing, training, and adoption process. 
These change management strategies are essential to 
guide a team through a successful transformation and 
go-live, and are built into our Accelerate process. By 
using proactive communication and change management 
techniques throughout the project, the major design 
through go-live only took approximately three months.

Immediate Results, Long-Term Benefits
Within 16 months of their deployment of these  
solutions, Bumble Bee achieved some remarkable  
results. “We were able to consolidate our global AP  
processing. Our invoice processing operations went  
from 100 percent paper-based to 100 percent non- 
paper-based and we were able to reduce our total staff 
from thirteen FTEs to only five,” says Goldberg. Their 
additional benefits include: 

• Reduced global P2P processing centers from 6 to 2

• Immediate head count reduction–within 3 months 
they were processing with 5 FTE

• Decreased processing costs by over 50% 

• Increased discount capture rate by 80%

• 15% auto-match rate on P.O. invoices
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• Reduced month-end accrual report creation time  
by 85%

• Eliminated all paper invoicing–100% paperless from 
100% paper-based

• Increased immediate and roll-up reporting  
capabilities

• Increased global transparency & accountability 

• Increased departmental productivity

• Enabled team to focus time on value added activities

Since this initial project, Optima has continued to work 
with Bumble Bee adding functionality, optimizing and 
adding additional value to their systems.  

Empowering Business Transformation
Optima and Bumble Bee worked together to initiate 
a business transformation that saw them break down 
communication barriers between procurement and AP, 
move from paper-based to electronic invoice processing, 
consolidate operations, and significantly reduce costs. 
They are realizing the benefits of a fundamental shift 
of AP departments moving away from a predominantly 
transactional role to a more value-based one. “AP used 
to spend hours upon hours chasing down a single in-
voice and figuring out where it was in the process. Now 
instead of doing the filing and a lot of the paper-based 
activities in a traditional AP department, staff members 
are actually resolving issues and looking for new ways to 
continually improve operations,” concludes Goldberg.

For More Information
For more information on this project, please contact 
using your preferred channel below. From streamlining 
and optimizations to full system and strategy implemen-
tations, Optima can help your organization transform 
into an intelligent enterprise, ready to face the challeng-
es of a continually evolving economy.

Jay Jones 
EVP of Sales & Marketing  
jay.jones@optimaecm.com 
626.379.5402

www.OptimaECM.com

About Optima ECM Consulting
Optima is a global company centered on Enterprise  
Content Management strategies and business solutions 
for Compliance, Optimization, Revenue Enhancement 
and Collaboration. We can help you with:

• Strategy & Planning 
Define and prioritize a strategic end-to-end ECM 
vision to link disparate data and content sources, 
supercharging the value of your content. Extract 
invaluable business insights to initiate a comprehen-
sive digital transformation and accelerate your future 
success.

• Redesigning a Better Business Solution 
Improve the way you do business by aligning and 
optimizing your unique content with legacy business 
processes, technology, and people. Increase efficien-
cy, productivity and transparency at every point in 
your most mission-critical value chains.

• Unleashing the Power of Technology 
We help you solve the technology question. Lever-
age our deep experience in selection, implementa-
tion and roll-out of best-in-class software from SAP 
& OpenText to deliver streamlined and integrated 
solutions. Boost the productivity of your entire 
organization today and accelerate your progress to 
tomorrow’s goals.

• Optimizing & Sustaining Your Systems 
Reduce risk, safeguard your systems and create an 
adaptable enterprise to accelerate your company’s 
performance. Monitor and act upon real-time system 
and data insights for continual enterprise improve-
ment. We also provide tailor-made support to ensure 
system uptime and on-demand operations team 
capacity with the expert skills you require. 

We ensure our clients increase productivity, improve 
customer service and reduce operational costs while  
increasing compliance levels with superior solutions 
using SAP, the OpenText Content Suite and SAP ECM 
Solutions by OpenText. 

For more information,  
visit www.OptimaECM.com


