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Heritage Grocers Group (HGG) serves and connects communities 
through four grocery chains: Cardenas Markets, El Rancho 
Supermercado, Tony’s Fresh Market, and Los Altos Ranch Market. Each 
of its 115 stores offers an extensive assortment of traditional and ethnic, 
specialty food items.

Heritage Grocers Group: 
Processing Invoices 50 to 
70% Faster and Expanding 
with an Efficient AP Team
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Confronting Invoice Processing Challenges

Greg Flores has a proven track record of helping retailers optimize their accounts payable processes, 
both through leadership positions at several large companies and his own accounting firm, Flores 
Financial Services. When the latter managed AP for over 300 restaurants, he came across  
(Plate IQ at the time) and found it to be “a very good product” that streamlined invoice and payment 
management. 



When he started consulting for HGG, it still seemed like the right choice to automate invoice 
processing with AI technology and later, to enhance receivables


Ottimate

In the six years since, Greg has become HGG’s corporate controller. During that time, the company 
expanded from one to four banners, significantly increasing the quantity of invoices and other 
documents. He has relied on Ottimate to help the AP department scale up efficiently and keep costs 
under control.  


As HGG grew, so did the number of invoices it 
had to handle. Paper versions were received at 
the back door of each store and picked up by 
couriers. 



These were then shipped from locations across 
six states to a centralized AP department at the 
company headquarters in Ontario, California, 
“which could take two or three days if people 
remembered to put the invoices in the bags,” 
Greg said. “It was a big logistics challenge.” 

The manual process continued once the invoices 
reached their destination. “We would receive 
those paper items, enter them into the ERP, 
code them, and update our system,” Greg said. 



“Then we’d route them and create payments. 
75,000 invoices is a lot of paper to do this 
with.” 


I analyzed Heritage’s procure-to-pay process and found Ottimate 
to be the best solution.

Greg Flores

Heritage Grocers Group (HGG)
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Creating Invoice Processing Efficiencies
To improve the timeliness of HGG’s invoice process, Greg turned to  
software. “The current process is that invoices are received at the back door and scanned 
into Ottimate,” he said. “It reads and codes them automatically. The AP team is now only 
dealing with the exceptions because if an invoice has passed all the criteria we've 
established, Ottimate processes them directly.”



By eliminating the need to ship invoices from individual stores to HGG’s AP team and 
removing the manual tasks they used to focus on, Ottimate has significantly expedited 
the company’s daily workflow. “Ottimate reduced our invoice processing time by 50 to 
70 percent,” Greg said.



Ottimate didn’t merely increase the speed at which HGG’s AP team processes invoices, 
but also increased their precision.


invoice automation

A further benefit that  offers HGG is the potential to take advantage of 
early payment discounts. “If you have a seven-day payment discount but it takes you that 
long to get an invoice in your system, you wouldn’t be able to take advantage of it,” Greg 
said. “Whereas if it only takes a day in Ottimate, you would.”

AP automation

“Now that we’re not manually handling 75,000 invoices a month, 
we’re no longer miscoding, misplacing, or forgetting to send them 
to the right people. Ottimate is around 97 percent accurate and is 
more consistent than human data entry.”

Microsoft 
Dynamics 365
ERP of choice

75,000
Invoices processed each month
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Scaling with an Efficient AP Team
When Greg became corporate controller, his group oversaw financials for 
58 Cardenas Market stores. Since then, the company became HGG and 
acquired three new banners: El Rancho Supermercado, Tony’s Fresh 
Markets, and Los Altos Ranch Market. This expanded the number of 
storefronts to 115 across six states. With this came a bigger burden on the 
AP team. “The number of staff members that we had to manage was not 
sustainable,” Greg said. “We needed to be able to grow without incurring 
much more overhead and expense. Ottimate allowed us to do that 
organically without needing a headcount increase.”



When he oversaw AP for another large grocery chain, Greg ran three 
different shifts to handle the workload, and HGG has even higher invoice 
volume. With Ottimate, manually processing incoming invoices and keying 
the details of each one into the ERP system is a thing of the past, as is 
identifying errors and tracking down potentially problematic documents. 
As a result, Greg was able to redirect personnel to value-add tasks and 
make the most of his staff’s talents. 

The efficiencies that Ottimate has created for HGG’s AP team have 
removed many manual tasks that used to consume most of their workdays, 
improving morale. “Once I implemented Ottimate, they were much 
happier as it made their lives a lot easier,” Greg said.  


Implementing Ottimate has also 
provided Greg with peace of mind. 



“I don’t have to worry about my AP 
team as much,” he said. “I know 
they’ll get all our invoices 
processed in a timely manner.” 

“We were able to pick the cream of the crop and compensate 
them well as true experts. They’re not just doing clerical 
tasks but real work that has a meaningful impact.”



Back when HGG was relying on manually handling invoices, there weren’t 
just delays in receiving the bags of paper sent by every store or keying in 
data for each one. Once invoices were processed, they were boxed and 
sent to an offsite storage facility, which the company paid a significant 
amount for. Obtaining a specific document if there was a problem was a 
cumbersome task. 

Ottimate has provided newfound speed and simplicity. “With Ottimate, 
there’s no need to go through boxes of paper,” Greg said. “I just punch in 
the invoice number, and it immediately finds it. Or if there’s a range of 
invoices I want to see, Ottimate does that as well. It reduces the time we 
spend on research.”

After the initial deployment expedited and simplified invoice processing, 
Greg looked for other ways to leverage Ottimate’s  
technology at HGG. He found one in the company’s receiving process. 
Previously at each store’s back door, staff would get an invoice from a 
DSD vendor when products were delivered. This was then manually 
processed and matched against the relevant purchase order (PO) to make 
sure that the quantity, type, and pricing of goods received matched what 
HGG was being billed for.



When asked about the risk of not catching discrepancies, Greg said, “You 
could pay the vendor the wrong price or sell a product at the wrong cost. 
These can be big issues because we’re buying about $2.4 billion in 
products annually. We have to get our costs right.”

AP automation AI

“We could wait weeks to get an invoice that’d already 
been stored. We’d have to call the storage company, 
request a certain box, and hope that it was in there when 
it arrived. Then we would go through each invoice to find 
the one we needed. Sometimes we’d just call the vendor 
and ask them to send another invoice as that was 
quicker.”

Speeding Information Access

Identifying Receiving Variances

Meet Otti 
Your AI 
Assistant
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Now, a staff member scans the invoice presented at delivery. Ottimate reconciles this 
with the purchase order automatically and flags any potential mismatches between the 
two that exceeds $15. This removes guesswork and errors from the purchasing process 
and reduces the time spent on validation and unnecessary spending. “The receiver match 
is more immediate now because we scan the invoice into Ottimate, it matches instantly 
against the PO, and we catch the exceptions,” Greg said. “That's better for us rather than 
the manual process that we had before.”



In the grocery industry, potential misspend can quickly add up and with the larger 
purchases made by chains with over 100 stores, this is compounded. Putting automated 
PO matching in place helps HGG oversee spending more proactively and preserve the thin 
margins that all grocery companies have. 



“Ottimate prevents receiving from a vendor that we did not expect to receive anything 
from, and won’t let you select the wrong vendor,” Greg said. “So it offers some better 
controls. And it should prevent misspending by catching mistakes when the invoice 
doesn’t match the PO. We can then go to the vendor and see if they didn’t get their 
pricing right or our purchasing department got the payment amount wrong.”


Enhancing Vendor Relationships
Switching to Ottimate for invoice processing and PO matching has also improved HGG’s 
communication with its suppliers. “We have thousands of vendors, so if we're quick and 
accurate in processing payments, there is a trickle-down effect,” Greg said. “We’re 
saving on research time and don’t get as many calls. If they need information, we can get 
it to them more quickly. We're not a problem child for them, and they're not a problem 
child for us.”



As part of their , HGG integrated Ottimate with their Microsoft Dynamics 
365 ERP system. This tight connection makes it easier for Greg and his team to manage 
financial data and creates more clarity for vendors.

AP automation

“Integration is critical because, ultimately, the only thing that 
matters is the P and L and that’s through our ERP. Ottimate did a 
good job with that. And since we upgraded, if a vendor calls and 
says they didn’t get paid, the ERP writes back to Ottimate, and 
we can let them know we already sent a check.”
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Improving Month-End Closing
Another use case for Ottimate that Greg and his team discovered comes 
into play at the end of each month, quarter, and fiscal year. 



“When I first came here, closing was difficult because creating our financial 
statements was dependent on getting all our invoices processed, and 
otherwise we had to do accruals,” Greg said. “With Ottimate, we get 
closing finished faster – in just five to seven days – with strong accuracy on 
all our purchases.”

One of the key activities during this 
process is rendering statements. 
When a statement is scanned, 
Ottimate can tell if each invoice listed 
has already been processed and also 
identifies exceptions and 
discrepancies automatically.  

It’s not just the AP team that Ottimate helps during 
month-end closing, but also HGG’s purchasing group. 
“Some of the buyers like to see what they bought this 
month from a particular vendor,” Greg said. “They can 
pull up that record in Ottimate, see all the invoices, and 
drill down onto a certain one.”

“Before, statement 
rendering was manual. 
Now, Ottimate validates 
several criteria to see if it’s 
the wrong invoice number, 
vendor, or amount. Then it 
points you in the right 
direction, so you can look 
at the actual documents if 
needed.”



Integrate With Leading ERPs

More ERP 
Integrations

When asked why he believes Ottimate is a good fit for the grocery industry, Greg said, “We’re saving 
labor and time and getting more rapid and accurate information, which helps us make better, more 
effective decisions.” 



As important as the AP automation features in Ottimate are, Greg feels that his relationship with the 
company is just as crucial to achieving ongoing success.

Finding the Best Solution and Partner

If I’m going to recommend somebody, it’s important that they 
offer good service. Ottimate does a great job.”

Greg Flores

Heritage Grocers Group (HGG)

Learn More About HGG
www.heritagegrocersgroup.com
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