
Refurb Flow 
 

Objective -  
-​ Track the detailed car condition at all stages of the car movement and show the exact 

car condition to the end users 
-​ Car quality should meet certain level of standards 
-​ Reduce inspection TAT and increase listings 

Inspection flow at Service Center - 

 
 



Users and objectives - 

User Type Type of user Location 
Type Interface Objective 

WSM C24 SC / MRL Refurb app Conduct inspection, report imperfections 

Estimator C24 / Vendor SC / MRL Catalog 
Panel 

Fills (cost/time) estimates against 
imperfections 

Workshop QA/ 
Central 
Approval team 

C24 SC / MRL Catalog 
Panel 

Review checkpoint images/videos, 
imperfections and estimates to create a 
work order 

 
User mapping is done through Okta. Users can login through the Google sign in on both the 
Refurb app and Catalog Panel. 

 
 



 

Status chart -  
Status Event Trigger Next Steps 

Checked in Car is stocked in at the SC/MRL from the 
Admin panel Start inspection on the car 

Initiated WSM started the inspection by submitting the 
1st checkpoint details Complete the inspection 

Inspected Inspection is completed Enter the diagnostics/estimates 
for the imperfections 

Diagnostics 
Estimated 

Estimator raises the diagnostics estimates to 
identify the imperfections and exact work to be 
done 

Diagnostics are to be approved 
by the Central Approval QA team 

Estimated All the refurb estimates (cost/time) are entered 
by the estimator 

Estimates are to be approved by 
the Central Approval QA team 

Approved 
All the estimates are approved/marked 
NWTBD (No Work To Be Done) by Workshop 
QA/Cost Approvals and work order is created 

Complete the refurb work basis 
the work order and then do PDI 

Rejected Any estimates is rejected by the Workshop 
QA/Cost Approvals 

Modify the inspection and 
estimates basis the rejection 
comments 

No Go The car is marked as No Go by Cost Approval 
Level 2/3 QA users 

No work order to be created on 
the car. Car is sent to C2B yard 

No Go Review The car is under the No Go cars section on the 
catalog QA panel 

Cost Approval 2/3 QA users to 
take the final decision on 
marking car as No Go 



Additional 
Estimates 

WSM/Estimators raises the Additional 
Estimates to modify the estimates of any 
checkpoints (condition or estimates change) 

Estimates are to be approved by 
the Central Approval QA team 

Under Review 

Car is under the Quality Clearance section 
after QA approves the car with no 
imperfections and all imperfections are 
NWTBD 

Quality QA to approve the car for 
final go ahead on the quality 
before moving out from the 
SC/MRL 

Ready to 
checkout 

All the estimates are approved and no work 
order is created. All checkpoints have either 
OK/No/acceptable imperfections or any 
Non-acceptable imperfections are marked 
NWTBD 

Car is moved to Studio for 
cataloging 

 
 

Car at Service Center/MRL -  
A car is available for inspection using the refurb app after it's stocked in at the SC/MRL from 
the admin panel. Users (WSMs/Estimators) can select the locations mapped to them from 
the top left location menu on the listing page. 
 
Every appointment id is represented with a card on the listing page containing the following 
details - 

-​ Appointment id 
-​ Registration no 
-​ Car MMVY 
-​ Car status (Checkedin, Approved etc) 

               



Inspection by WSM - 
WSM does the inspection on all the checkpoints, captures images/videos, reports the 
imperfections, selects the work to be done. 

                        
 
After the inspection is completed, workshop needs to - 

-​ Submit Diagnostics estimates (if required) to find the exact imperfections and work to 
be done 

-​ Raise inspection estimates (costs, parts, parts TAT) to refurb the car 
 
Raising diagnostics estimates -  
Estimators can raise the diagnostics estimates for the checkpoints which need to be 
investigated to decide the imperfections and refurb work to be done. 
 
Using Catalog Panel - 



 

 
 
Using Refurb app - 



 
 
The diagnostics estimates are sent to the Central Approval team for approval. 
 
Raising inspection estimates -  
Estimators raise the estimates (labour cost, parts required, availability) for the non 
acceptable imperfections. 
 
Using Catalog panel - 

 
 



 

 
 
Using Refurb app - 



 
 

Central QA approval -  
After the inspection is done and estimates are submitted, the appointment id moves to the 
central approval QA team for the approval. QA team Approves/Rejects/Edits/NWTBD the 
checkpoints basis the images, condition and estimates. 
 

 



 
 

 
 
If any checkpoint is rejected -  

-​ The WSM/Estimator will have to inspect/revise the estimates against the rejected 
checkpoints based on the QA rejection comments. 

 
If all the checkpoints are approved -  

-​ The work order will be created and refurb work will be done on the car.  
-​ A new PDI (pre delivery inspection) will be started on the car at the SC/MRL 
-​ In the PDI, all the checkpoints are pre populated except the checkpoints where work 

order was created and normal inspection process will follow  
 



If all the checkpoints are approved (all non acceptable imperfections marked as 
NWTBD) then appointment id will move to Ready for Checkout status. And the car will be 
moved to Studio for cataloging. 
 

Cost escalation-  
If the overall approved cost for an inspection increases certain levels, the appointment id is 
sent to the next cost approval level. 
 
Here’s the cost escalation matrix - 
Role Condition 

Workshop QA 10% of car procurement cost upto 25k 

Cost Approval 1 10% of car procurement cost upto 30k 

Cost Approval 2 15% of car procurement cost upto 60k 

Cost Approval 3 Remaining (no limits) 

 

No Go marking -  
QA can mark the car as no go by - 

-​ Approving/marking NWTBD on all the checkpoints  
-​ Turning No Go toggle on against the relevant checkpoints 
-​ Tapping on No Go button at the bottom on the car detail page 

 
QA also has to select the reasons for marking car as No Go and add any comments 
(optional) 
 
If a car is marked No Go by the Workshop QA/ Cost Approval 1 QA, the appointment id will 
move to the No Go cars section on the catalog QA panel for final approval by the Cost 
Approval 2/3 QA users 



 
 
Once a car is marked as No Go, no work order is created for the car and the car is sent to 
C2B yard. 

Quality Clearance -  
Once Workshop QA/Cost Approval QA users approve the inspection and there is no work to 
be done on the car (as all checkpoints are OK/No/Acceptable imperfections or non 
acceptable marked as NWTBD) the appointment id is sent to the Quality Clearance section. 
 
Quality QA users take a final look at the cars and check if quality standards are met in order 
to move the car to the studio for cataloging. 
 
Quality Clearance is live in only 2 Service Centers as of now. 
 

 

 

 

 

 

 
 
 
 



Studio Inspection  
 
Studio Inspection flow chart -  

 

Users and objectives - 

User Type Type of 
user 

Location 
Type Interface Objective 

Inspector C24 Studio Refurb app Edit the report to match the car's condition 

Studio QA C24 Studio Catalog 
Panel Review imperfections in a car 

 

Status chart -  
Status Event Trigger Next Steps 

Studio Checkin Car is stocked in at the studio from the Admin 
panel 

Modify the pre populated latest 
inspection (if required) 

Initiated Studio inspector confirms modifying the 
inspection 

Modify the checkpoints condition 
if mismatch between previous 
inspection and current condition 

Estimated Studio inspector modifies and submits the Inspection is sent to Studio QA 



inspection for approval 

Approved Studio QA approves all the checkpoints 
condition 

Car can be cataloged using 
HelloAR 

Rejected Studio QA rejects any checkpoints condition 
Studio inspector changes the 
checkpoints condition basis the 
rejection comments 

 

Car at Studio - 
Once the cars is moved out of the service center and stocked in at the studio from the admin 
panel, the cars are visible for inspection in the refurb app for studio inspectors 

Inspecting car at studio -  
Studio QI does the car inspection at the studio. The inspection at the studio is pre-populated 
from the latest inspection at the service center. 
 
If the actual car condition at studio matches the latest inspection report (from the Service 
center), there is not need to inspect/modify the previous inspection and car will be 
catalogued using the Helloar 
 
If there is a mismatch between the car condition at the studio and the latest inspection report 
(from the Service center), the Studio QI will be able to modify the inspection through the 
refurb app. 
 
The Studio QI can jump to any checkpoint and modify it (update images, condition) Need not 
inspect each and every checkpoint at the studio if the car was inspected at the service 
center. 
 

                            



Studio QA -  
Once the studio QI modifies the checkpoints and submits the inspection, the appointment id 
is sent to Studio QA for the approval. 
 
Studio QA matches the checkpoints images and conditions and approves/rejects the 
checkpoints. 

 
 
If all the checkpoints are approved -  
The car is ready to be cataloged at the studio (status - Approved) 
 
If any checkpoint is rejected -  
The Studio QI will edit the checkpoint basis the Studio QA rejection comments and the 
appointment id is again sent to QA for approval. (status - Rejected) 

Car Cataloging at Studio -  
The car is catalogued at the studio using the HelloAR 
 
All the imperfections from the latest approved inspection (at Service Center/Studio) flows to 
the HelloAr for the image capturing (HelloAR <> Refurb App integration). 
 
Checkpoint imperfections slots are created in the Helloar and an image is captured for every 
slot (which is used in the Gallery). 
 

-​ Only non acceptable imperfections slots are created for image capturing at the studio 
-​ ‘Others’ textbox slots are not created for the image capture as text is not 

standardised and might contain spelling/grammatical errors 
-​ The slot is created for the checkpoints which can be captured (eg No slots are 

created for Suspension, brakes, engine imperfections) 
 



​

 
(HelloAR snapshots) 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 
 



Yard Inspection 
 
Yard Inspection flow chart -  
 

 

Users and objectives - 

User Type Type of 
user 

Location 
Type Interface Objective 

Yard QI C24 FC Refurb app Conduct inspection 

Yard QA C24 FC Catalog 
Panel 

Review imperfections in a car and tag car by 
quality 

 

Status chart -  
Status Event Trigger Next Steps 

Checked in Car is stocked in at the Yard from the Admin 
panel Start inspection on the car 

Initiated Yard QI started the inspection by submitting 
the 1st checkpoint details Complete the inspection 

Estimated Inspection is completed for all the 
checkpoints 

Inspection is to be approved and 
tagged by the Yard/Quality QA 
team 

Approved Quality QA approved all the checkpoints and 
inspection is Red/Yellow/Green tagged 

The updated inspection report is 
shown to the CARS24 consumers 
(Green/Yellow). Red tagged cars 



are delisted and re-refurbed 

Rejected Quality QA rejects any checkpoint condition 
Yard QI changes the checkpoints 
condition basis the rejection 
comments 

Under Review Car is tagged Red by Yard QA and under the 
Red Tagged cars section for final review 

Yard QA level 1 users to take the 
final decision on the tagging for 
Red tagged cars 

 

Car at Yard/Fulfillment Center -  
A car is available for inspection using refurb app after it's stocked in at the Yard from the 
admin panel. Users (WSMs/Estimators) can select the locations mapped to them from the 
top left location menu on the listing page. 
 
Every appointment id is represented with a card on the listing page containing the following 
details - 

-​ Appointment id 
-​ Registration no 
-​ Car MMVY 
-​ Car status (Checkedin, Initiated, R/Y/G tag etc) 

                

Inspection by Yard QI - 
Yard QI does the inspection on all the checkpoints, captures images/videos and reports the 
imperfections. 
 
Yard QI can start inspection on the car from the car detail page using -  



-​ Inspection at Yard section (if status is Checked in) 
-​ Create new inspection button (if status is Approved R/Y/G Tag) 

       
 

Types of inspections -  
-​ Full QI 
-​ Partial QI 

 
Full QI is the detailed inspection for all the ~125 checkpoints at the Yard. Full QI is 
mandatory if - 

-​ Previous inspection on the car was done in Studio/Service Center 
-​ Car was tagged Red in the last inspection at the Yard 
-​ It’s been over 60 days since the last Full QI was done on the car 

 
Partial QI is the quick inspection for ~25 checkpoints at the Yard. This is to ensure that the 
latest condition is captured for the checkpoints which are more prone to condition change. 
Partial QI can be done only when - 

-​ A full inspection has been done on the car in last 60 days 
-​ The last inspection was done at Yard and tagged Green or Yellow (not Red) 

Yard QA - 
After the car is inspected by the Yard QI, the appointment id moves to Yard QA for approval. 



 
 

 
 



 
 
Yard QA matches the checkpoints images and conditions and approves/rejects the 
checkpoints. 
 
After approving the checkpoint, the Yard QA also tags the checkpoint as Red/Yellow/Green 
basis the quality standards. 

 
 
If all the checkpoints are approved -  
The car is tagged as Red/Yellow/Green by the Yard QA. Every approved checkpoint is also 
tagged as R/Y/G by the Yard QA to help decide the overall car tagging. 
 
On the summary page, QA is able to see the summary for checkpoints with imperfections 
and Red/Yellow tags basis which QA takes the final decision to tag the car as R/Y/G/ 



 

 
 
If the car is tagged Green/Yellow - It is listed on the website for consumers 
 
If the car is tagged Red - It is sent for Red Tagged Cars sections for final Red tagging.  
If the car is tagged Red under the Red Tagged Cars section after final approval, the car is 
delisted from the platform and sent for re-refurb/repair.  
 
Cars tagged Green/Yellow under the Red Tagged cars section are also listed on the 
websites for selling to consumers. 
 
If any checkpoint is rejected -  
The Yard QI will edit the checkpoint basis the Yard QA rejection comments and the 
appointment id is again sent to QA for approval. 
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