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Abstract
Entune IT Consulting, a SAP partner in Bangalore, has trouble with staffing and manual user acceptance testing (UAT), which makes schedules longer and quality worse. An internship assessment found that 80% of critical FI tasks were done by two to three seniors each week, with hours ranging from 180 to 300 against a baseline of 240 hours. Manual UAT took up 80% of the testing effort. The question is how to set up a ninety-day operating model that stabilizes usage, automates repetitive tests, and formalizes a skills pipeline without losing flexibility. Workload variance, senior reliance, cycle time defect baselines, and automation candidates are some of the things on display. Forecast-driven resource allocation, a junior consultant pathway linked to certifications and rotations, and other options are available. UAT automation starter kit scripts, synthetic data dashboards, and SOP-based delivery templates the goal of learning is to connect the mix of staff and automation to predictable throughput cost to serve and client satisfaction when things are uncertain. The stress to deal with.
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CASE INTRODUCTION
In the middle of the market SAP partners do well when it comes to flexibility and being close by, but they often have trouble scaling reliability when pipelines change and experienced consultants become bottlenecks. Entune IT Consulting's internship assessment showed three signs of a fragile system: important FI tasks were concentrated among a small group of seniors, hours were assigned each week that varied widely around a 240-hour baseline, and most of the testing effort went into manual UAT. In these situations, the quality of execution depends on a predictable flow and reliable data, not just accuracy. Timeliness, completeness, and consistency also affect how useful decisions are for staffing and release gates. Wang Strong 1996 Forecasting and allocation processes that reveal actual demand and skill availability can hinder the analysis of firefighting event logs. Process mining, on the other hand, uncovers hidden rework loops and handoff delays, providing a basis for determining the order in which to make fixes. van der Aalst Zerbino Aloini Dulmin Mininno 2021 In the meantime, principles of human-centered automation say that handoffs should be clear. When introducing UAT bots and triage, show confidence and be graceful when things go wrong to build operator trust. Amershi et al. 2019 The case sets up a ninety-day pilot that combines resource forecasting and allocation with a skills inventory pilot. UAT automation on repetitive flows and delivery through SOPs Students are given exhibits on usage variance, senior dependence, defect density, aging, and testing AHT. They have to figure out what causes the most loss, design a minimal orchestration stack, and create a weekly scorecard. They need to figure out how a steadier skills pyramid and automated UAT cut down on cycle time and rework, and they need to create exception governance for pipeline spikes without putting too much work on key people. The problem for managers is not choosing the right tools but figuring out how to use them in the right order when there are limits. Make flows easier to understand, then automate them with human oversight. Make sure that incentives are in line with usage, stability, and quality, and keep stakeholders interested in risk audits. Previous research on service operations and project systems has shown that firefighting becomes self-reinforcing unless companies spend money on buffers, cross-training, and visibility. Repenning 2001 The goal is to make an operating system that is strong enough to keep Entune's flexibility while also being able to be repeated and provide measurable value to clients. 
About Enterprise Application Services — SAP industry
Services for Enterprise Applications  The SAP Ecosystem  The rise of RISE with SAP and public cloud models has sped up the movement of people to S 4HANA, which has increased the need for partners who can provide templated implementations, data-led cutovers, and dependable support after the system goes live.  Mid-market buyers care most about cost and speed, but they risk delivery problems if their partners don't have structured forecasting skills, visibility, and automation.  Willcocks Lacity says that robotic process automation works best when it is combined with process redesign instead of being added on.  2016  Process mining has become a standard way to find real flows and non-conformances that support DMAIC-style improvement.  Graafmans Gabrani  Lu van der Aalst  Twenty twenty-one  Human AI interaction guidelines stress the importance of being open and being able to recover in automation rollouts so that teams can stay in charge when things go wrong.  Amershi et al. 2019  Talent is still the main problem.  There aren't enough experienced FI CO consultants, which causes delays and quality differences, while junior pipelines don't keep up with demand.  Research in project systems indicates that overburdened experts and ad hoc escalation lead to rework loops and schedule delays that intensify under deadline constraints.  Repenning 2001  For mid-tier partners who want to compete with Tier 1 firms, the competitive edge is less about having access to tools and more about being able to combine analytics, forecasting, and governance into a smooth operating rhythm.  A practical path combines staffing based on forecasts, standardized delivery playbooks, and targeted automation of repetitive testing and reconciliation, all supported by dashboards that show usage variance, defect trends, and schedule adherence.  This gives the necessary background.
Problems with Enterprise Application Services — SAP industry
Mid-tier SAP consulting firms go through periods of bench time and burnout because they can't see how much demand there is and their skills data is all over the place. When you depend too much on a few senior FI CO experts, normal changes in the pipeline can turn into huge problems. Manual email-driven UAT and broken monitoring slow down releases and hide where time is being lost. Using RPA without simplifying it just speeds up bad steps and moves error surfaces around. Willcocks Lacity 2016 Event log studies show rework loops and handoff delays that traditional KPIs don't pick up on. This is a case for process mining as a way to find problems before automating more. Zerbino et al. 2021 and van der Aalst 2016 Data quality frameworks remind us that accuracy is not the only thing that matters when making staffing and release decisions. Timeliness and completeness are also important. Wang Strong, 1996 Human AI guidance emphasizes even more signals that can be understood clear handoffs and graceful failure modes to keep trust as testing automation grows Amershi et al. 2019 Without these disciplines, schedule adherence deteriorates, defects accumulate in queues, and margins diminish as firefighting supersedes learning and standardization. This gives the necessary context. This gives the right context This gives the right context This gives the right context This gives the right context This gives the right context This gives the right context This gives the right context This gives the right context This gives the right context This gives the right context This gives the right context This gives the right context This gives the right context This gives you the context you need. This gives the right context.
About Entune IT Consulting Private Limited
Entune IT Consulting Private Limited founded in 2015 in Bangalore is an SAP partner serving mid market clients across SAP FI CO S 4HANA Cloud BTP Fiori UI5 GST e invoicing and integrations Delivery teams blend functional ABAP and integration skills across cloud and hybrid models with a philosophy of client specific tailoring An internship assessment documented concentrated workload on a tiny senior cohort roughly 80 of critical FI tasks handled by two to three consultants weekly hours swinging between 180 and 300 against a 240 hour baseline and manual UAT constituting about 80 of testing effort Consequences included reactive staffing delayed hand offs longer cycle times and uneven client experience The absence of automated tracking and forecasting reinforced firefighting and hindered proactive scheduling The redesign agenda positions a forecast driven operating model build a live skills inventory connect pipeline scenarios to capacity plans stand up a UAT automation starter kit with reusable scripts synthetic data and dashboards and codify delivery via SOPs and templates A ninety day pilot would create a weekly resource forecast cadence rebalance the skills pyramid via certification and mentorship and compress testing AHT with automation and better triage Success is measured through utilisation variance schedule adherence defect and rework rates UAT cycle time consultant well being indicators and gross margin uplift after automation. 
Problems faced by Entune IT Consulting Private Limited
Entune’s largest loss driver is concentration of critical FI work among two to three senior consultants creating alternating overload and idle time as pipeline mix shifts Weekly hours oscillate between 180 and 300 against a 240 hour baseline while manual email driven UAT absorbs roughly 80 of testing effort prolonging cycle time and allowing defects to age Hand offs are delayed when ownership is unclear limited instrumentation obscures where time and quality are lost and the absence of a live skills inventory forces reactive staffing and escalations Junior capacity is under utilised without structured certifications rotations and mentoring keeping the skills pyramid top heavy and fragile Delivery SOPs exist but are inconsistently applied so templates and compliance artefacts are recreated per project The cumulative effect is schedule slippage margin pressure from rework and unplanned overtime and rising burnout risk Addressing these issues requires unifying demand forecasting and allocation formalising the junior pipeline automating repetitive UAT flows with human in the loop oversight and standardising execution via SOPs and dashboards so that improvements persist beyond pilots. 
KEY STRATEGIES
The operating model integrates forecast‑driven staffing, UAT automation, and codified execution through one cadence. Entune will first establish a live skills inventory and link pipeline scenarios to capacity via a weekly resource council, smoothing assignments and reducing reliance on a few seniors; cross‑training and certification pathways rebalance the skills pyramid and create elastic capacity (Repenning, 2001). Second, a UAT automation starter pack—reusable scripts, synthetic data sets, and dashboards—targets high‑repetition flows to cut average handling time and rework while maintaining human‑in‑the‑loop oversight aligned with human‑AI interaction guidance (Amershi et al., 2019). Third, SOPs, templates, and compliance artefacts will be standardised and instrumented; process‑mining checks verify conformance and expose rework loops to sequence fixes (van der Aalst, 2016; Graafmans et al., 2021). Finally, a Utilisation Stability Index (variance of assigned hours × senior:junior mix × schedule adherence) and a UAT Automation Heatmap guide governance and prioritisation, with success tracked through schedule adherence, defect density, rework hours, UAT cycle time, consultant well‑being scores, and gross margin after automation.
ACADEMIC LEARNING
Three portable ideas generalise beyond Entune. Exception‑centric delivery reserves scarce experts for ambiguous work while automating repetitive flows; measure tiered AHT and override rates to ensure control (Amershi et al., 2019). Control‑as‑Code moves checks and evidence capture from manual screenshots into workflows and bots, enabling continuous assurance with conformance verified from event logs (Jans, 2018; Zerbino et al., 2021). Forecast‑to‑Allocation OS integrates pipeline visibility, skills inventories, and weekly councils so assignments become predictable and resilient; data quality principles—timeliness, completeness, consistency—ensure that staffing and release decisions are trustworthy (Wang & Strong, 1996). Together, these concepts turn volatile project work into a learnable, scalable operating system for mid‑market partners.
CONCLUSION
By institutionalising forecast‑driven staffing, building junior capacity, automating UAT, and standardising delivery artefacts, Entune can cut variability, shorten cycle time, and scale without eroding quality. A sequenced ninety‑day pilot—skills inventory, weekly resource council, UAT automation on top candidates, and conformance dashboards—should yield early wins and momentum for broader roll‑out while protecting consultant well‑being.
CASE QUESTIONS
1. Diagnostic: Where is time/accuracy lost and how would you prove it with the exhibits (utilisation variance, testing AHT, defect ageing)?
2. Design: What is the minimum viable forecast‑to‑allocation gate you would enforce, and how would you protect agility for spikes?
3. Analytics/Tech: What UAT automation MVP would you ship first, and how will you quantify cycle‑time and defect‑rate impact?
4. Segmentation: What skill‑pyramid targets (senior:mid:junior) fit projects of differing scope and risk, and how will mentorship operationalise them?
5. Execution: What ninety‑day sequence and governance artefacts (SOPs, dashboards, cadences) will sustain gains without bureaucracy?
6. Scorecard: Which leading indicators belong on the weekly executive dashboard, and what thresholds trigger intervention?
Elaborated Teaching Notes (for instructors)
Programme fit: MBA/Executive tracks in Consulting Practice, Operations, Project & Portfolio Management, Business Analytics, Information Systems.
Learning outcomes: Diagnose bottlenecks; design forecast‑driven staffing; specify a UAT automation MVP; build a ninety‑day pilot and scorecard.
In‑class flow (75–90 min): 0–10 hook; 10–25 baselining; 25–50 team design; 50–70 plenary on skill pyramid and governance; 70–90 pilot and metrics.
Assessment rubric: Logic & structure 40; Evidence & calculations 40; Clarity & persuasion 20.
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