
Innovation. Incremental innovation 
promotes organizational creativity, 
seeking to engage all employees 
in the organization’s culture and 
leveraging their collective wisdom.

To achieve this goal, in 2007, 
Fleury initiated a program to 
encourage suggestions for how 
to improve its operations. It was 
a “manual” process, allowing all 
employees to submit their ideas on 
paper, which were then evaluated 
by an innovation committee. This 
constructed an important pathway 
to starting to create maturity and 
expanding into an online model.

But the Fleury Group believed 
their results could be optimized, 
so, in September 2011, it decided 
to change the format of the 
Central de Ideias, adopting Exago’s 
corporate social network. This is a 
tailored enterprise social network, 
where employees can participate 
and which not only collects and 
harnesses everyone’s ideas but 

Challenge

A reference in innovation in Brazil 
from its beginning, Fleury Group 
is the largest group of clinical 
analysis in Latin America, with 
more than 10,000 employees 
currently. Looking to the future, 
in 2011, the group introduced the 
Central de Ideias (Idea Market), 
an Exago solution capable of 
unlocking the innovation potential 
of Fleury’s staff. In just over two 
years, more than 900 ideas were 
implemented, generating millions 
of reais in value.

In addition to the increased 
involvement of employees in the 
companý s culture of innovation, 
the ideas proposed in Exagó s 
platform have also resulted in 
more efficient, sustainable, 
and environmentally friendly 
processes, reducing the costs 
associated with operations.

Solution: Idea Market generates 
innovation

Always attentive to new dynamics 
and needs of the market and 
customers, the Fleury Group 
has developed a comprehensive 
innovation program, which 
includes the areas of Research 
and Development (R & D), General 
Innovation, and Incremental 

www.fleury.com.br

Founded: 1926, Brazil
Industry: Healthcare

With Exago since:

September 2011

Program target:

10,000 users

Exago´s solution boosts value creation in Fleury 
Group’s innovation process 

CASE STUDY

CASE STUDY FLEURY GROUP   1 | 4

more than 6,800 active participants 
until the beginning of 2014



also evaluates and values them.

Similar to a stock market, 
participants in this platform can 
use a virtual currency — the 
“inove” — to invest in ideas that, 
as they rise in value, pass on to 
the next evaluation phase.

Consequently, everyone and 
anyone can contribute with 
ideas, debate other participants’ 
suggestions, and invest in the 
ideas they believe are the best. 
The Exago model opens up 
and decentralizes innovation, 
based on simple and transparent 
technological processes. In 
practice, it́ s structured like a 
game — to make participation 

fun — and relies on a model of 
incentives and communication that 
supports continued engagement 
and value generation.

Benefits: Thousands of active 
employees, hundreds of ideas 
implemented

Fifteen months after implementing 
and disseminating Exago’s model, 
more than 70% of Fleury’s 
staff had joined in actively, a 
participation level exceeding 
even the most ambitious targets. 
Indeed, four months after the 
launch, participation was already 
three times the total participation 
in earlier initiatives. All this was 
achieved with half of the rewards 
budget needed before. In early 
2014, over 6,800 participants were 
active and interconnected.

This high level of participation 
has borne much fruit. Throughout 
2012, 480 ideas were introduced 
on average every month. In 
months of particularly active 
participation, close to 1,000 ideas 
were gathered.

According to Fleury’s 
calculations, the financial 

results of this program have 
already netted them millions 

of reais. But more than 
anything else, the process 

not only generates value but 
also motivates the staff, who 

feel they are being heard 
and are contributing to the 

decision-making process 
and, consequently, to the 

company’s strategies.
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look & feel

millions of reais in value created. 
over 900 ideas already

implemented



The process of evaluating and 
sorting through such a high volume 
of ideas would be untenable 
without Exago’s solution. The 
Exago model brought efficiency 
and flexibility to Fleury’s 
innovation process by eliminating 
a bureaucratic evaluation 
process, actively decentralizing 
the process, and making it 
transparent to all participants.

This generated direct gains 
for the company: reducing 
costs, making processes more 
efficient, increasing stakeholders’ 
involvement, strengthening the 
quality of services, and more. 
Among other incremental ideas 
with tangible results, one was to 
highlight changes in maintenance 
and replacements of sophisticated 
equipment or scanning processes.

Since 2013, participation has 
continued at very high levels, 
increasing the financial returns 
even more on proposed solutions, 
as the staff has become more 
experienced in the innovation 
process and adapted to Exago’s 
program. 

“The number and quality of 
ideas implemented is greatly 
benefiting the company. We were 
able to involve the whole Fleury 
universe in the collaborative 
process, allowing different types 
of employees to participate in 
the program: creative individuals, 
critics, and executors. The 

successful results come from a 
combination of factors. One of 
them is the tool itself, a major 
component of the program, 
but this does not eliminate the 
importance of managing constant 
engagement and communication, 
as well as alignment with 
leaders. Without an integrated 
management of these factors, 
we would not have the results we 

have today.”, says Patricia Maeda, 
in charge of innovation at Fleury. 

Exago’s consulting and 
management services have been 
key to assuring maximum value is 
being taken out of the program, 
not only because of their quality 
but also because of the close 
collaboration and dedication of 
Exago and Fleury’s project teams.

Above all, the Exago model 
— combining the innovation 
tool and its related services — 
allows the creation of value and 
provides an extra motivation to 
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The number and quality of ideas implemented is greatly 
benefiting the company. We were able to involve the whole 

Fleury universe in the collaborative process, allowing different 
types of employees to participate in the program: creative 

individuals, critics, and executors.

Patricia Maeda
In charge of innovation at Fleury Group

a full 192 different types of 
awards delivered over the

first 2 years
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in summary...

Challenge

// Spread a culture of innovation among all staff, promoting organizational 
creativity and leveraging collective knowledge.

Solution

// Structured innovation program open to all company personnel; 

// Exago Market as the central tool in this program, allowing participants to 
gather, debate, and evaluate ideas; 

// Program similar to a stock market, using virtual credits to invest in the best 
ideas. 

Benefits

// Millions of reais in value created;

// In 15 months, more than 70% of employees joined the process; 

// Feeling of belonging and being heard;

// Transparent and decentralized evaluation, making the innovation process 
effective and flexible; 

// Model shared with suppliers and projected outwards into the surrounding 
community. 

employees. They feel heard and 
can contribute through their 
participation to decision-making 
processes and, consequently, to 
company strategy. This model 
is also a tool for the detection 
and retention of talent: Some of 
Fleury’s employees were invited 
to join management teams facing 
new challenges as a result of their 
active participation and value 

amplification in the innovation 
process.

Given this success, Exago has 
“replicated” the model for Fleury, 
developing a new Forum of 
Suppliers. This is an approach to 
participation involving more than 
40 suppliers of the Fleury Group, 
who can now contribute to value 
creation in the supply chain.


