
Executive Summary

A global life sciences company partnered with 
ThreadLine CoLabs to close a critical gap: 
employees had access to AI tools but lacked 
confidence and clarity in how to use them 
meaningfully in their work. CoLabs applied its 
Workforce Readiness and Adaptation Architecture 
—anchored by the Learn–Practice–Perform and 
Reflective Intelligence frameworks—to help 
employees move from access to meaningful use  
of AI. 

The Guide and Skill Builder delivered a 4x boost in 
workforce confidence using AI meaningfully. 

Proof of Sustained Impact:
High confidence grew 4× to 60%, driven 
by a 30% rise in overall confidence and 
low confidence cut in half to 20 % 
—sustained over weeks.

Guided practice and reflection = actionable 
business intelligence. This reflection strengthened 
confidence and measurably improved how 
participants applied AI in daily work. 
 
The 3 session series, aligned with broader AI efforts, 
used Acolyte’s Guide and Skill Builder to provide 
personalized, scalable coaching that moved 
participants from curiosity to confident use of AI. 
 
Sustained practice—supported by feedback, 
reflection, and real-world application—built 
confidence, revealed learning patterns, and 
generated data that became actionable business 
intelligence. This series proves the CoLabs promise: 
when people can practice and reflect with purpose, 
confidence and competence grow together.

“It made it easier to understand that I 
can do this and that collaboration can 
be an easy process.”

“I did keep top of mind that I am the 
captain—that was a cool concept to 
think of it.”

At a Glance
Over 240 employees across diverse roles participated. The 
company had already launched an internal AI platform and was 
preparing to roll out Copilot—the infrastructure was in place, but 
adoption lagged. Session 1 reflections confirmed the gap: nearly 
everyone had access, but few used it regularly or confidently. 
Most described curiosity without clarity—seeing potential yet 
unsure how it applied to their workflows. 
 
This mirrors what many AI-enabled organizations currently face:  
the tools are ready, but people aren’t fluent. The challenge 
wasn’t to expand access—it was to deepen adoption. 
Participants needed a safe space to explore, connect AI to their 
workflows, and practice with feedback and reflection. 
 
That’s where the Guide and Skill Builder, powered by Acolyte, 
came in. Together they enabled guided practice at scale—
shifting mindsets (from searching to collaborating) and applying 
role-relevant workflows (7 Pivots, Decide & Draft, CoLab Cycle). 
 
The Guide—a video avatar of a senior leader—coached and 
prompted between-session reflection. The Skill Builder added 
structured practice, real-time feedback, and adaptive support—
building fluency and confidence. 
 
High confidence grew 4× to 60 % and held—proof that space to 
practice and reflect drives adoption and performance.

“To talk with an AI and go back and forth really 
helped me figure out what was missing and what  
I can do to get the right tone with the right content.”

www.threadlinecolabs.com www.acolytehealth.com

Confidence 
Multiplied  
How Reflective 
Practice Drove a 4× 
Gain in AI Fluency



A Human Approach to Change
This was not a technology rollout—it was a human-centered learning experience designed to shift how people think and work. 
This approach relied on guided practice with curiosity and courage, helping participants build confidence session by session. 
 
The design followed a four-stage progression that mirrored how change happens: Awareness, Understanding, Commitment, and 
Action. Each stage helped participants shift their mindset, build skill, and move their work closer to the Golden Quadrant—where 
deeper reflection turns work into something both rewarding for people and valuable for the organization.

The Problem

The Approach

Across industries, AI tools are advancing faster than workforce adoption. The challenge wasn’t access—it was confidence 
and fluency. Employees needed structured opportunities to experiment safely, connect learning to their own work, and develop 
capability through guided practice with curiosity and courage. 

“I realized I don’t have to know everything before I start. I can explore and learn through doing.” 

Before the series, many employees described using AI only for quick efficiencies—summarizing notes, drafting outlines, or 
generating ideas. But few reported deeper use that meaningfully changed how they worked. The opportunity wasn’t to add more 
tools, but to help people use their existing tools with greater intention and confidence.

ThreadLine CoLabs and the organization designed a 
workshop series anchored by three live sessions and the AI 
Guide, which was accessible during, between, and for one 
month after the sessions. Each session built on the last—
helping participants move from curiosity to competence 
through learning, practice, performance, and reflection.

Participants began by shifting their mindset—from searching 
for answers to collaborating with AI as a creative partner. 
They learned, practiced, and applied frameworks like 
The Seven Pivots, Decide & Draft, and the CoLab Cycle to 
guide their work. Through this cycle of planning, doing, and 
reflecting with real-time feedback, participants practiced 
safely, refined their workflows, and gained confidence as 
their competence grew.

Between sessions, participants practiced inside the Guide— 
a video avatar of a senior leader that evolved across the 
series. Early in the program, the Guide introduced key 
frameworks and modeled how to collaborate with AI. By 
Session 3, it had transformed into a Skill Builder—offering 
structured, scenario-based practice and adaptive feedback 
that helped them apply their learning in their own workflows. 

“It made me feel more confident in using 
AI for my work tasks. I can see how it will 
help me be more effective.”

Participants also practiced using internal AI platforms for 
their own tasks: drafting communications, organizing ideas, 
and testing new workflows.

Each reflection in the Guide became data—tagged as 
Wins, Friction, or Opportunities—giving leaders a window 
into how adoption and mindset were shifting in real time. 
This approach also turned reflection into design feedback, 
allowing CoLabs and the organization to refine each session 
in response to what participants needed most. For example, 
after Session 1 reflections showed curiosity but uncertainty 
about where to start, Session 2 opened with a live demo that 
modeled Decide & Draft and the Seven Pivots in action—
turning insight into immediate design change. This closed-
loop design—using participant feedback to shape the very 
next experience—ensured that learning stayed relevant, 
personal, and data-informed.



The Impact
High confidence grew 4× to 60 %, driven by a 30 % rise in 
overall confidence and low confidence cut in half to 20 
%—sustained over weeks. The distribution of confidence 
shifted dramatically: participants internalized frameworks 
and metaphors—proof that guided practice built 
both confidence and capability. The sustained results 
demonstrated that improvement wasn’t temporary—it 
continued to hold well beyond the live sessions.

“This sustained improvement didn’t come from 
learning more, but from learning deeper.”

“The Guide made it easy to see my own progress. 
Each time I practiced, I felt more ready to try it  
in real conversations.”

Participants began describing AI as a thought partner—
using it to refine communication tone, brainstorm ideas, and 
recall key project insights. One participant reflected that AI 
made excellence more accessible to everyone, emphasizing 
that the advantage lies with humans who use AI consciously, 
not constantly. This mindset aligns with the company’s 
innovation strategy—using AI to simplify complexity, refine 
commercialization processes, and free people to focus on 
meaningful work. 
 
Reflection data also gave leadership an aggregated, 
actionable view of progress—helping the organization 
identify their next best steps to scale success. Through 
the combination of curiosity, courageous experimentation, 
and structured practice, they demonstrated that meaningful 
adoption happens when they can practice with purpose.

Why It Worked

Key Takeaway

It worked because it wasn’t about access—it was 
about guided practice with curiosity and courage. The 
combination of psychological safety, ongoing reflection, 
and relevance to their own workflows enabled adoption that 
stuck. Participants moved from testing to trusting—using AI 
not just to do tasks, but to think differently about their work.
 
Participants also demonstrated discernment, naming both 
benefits and limits. Many expressed the need for balance—
recognizing that while AI can enhance speed and insight, 
human judgment remains essential. By Session 3,  
participants were not only confident in applying AI but 
thoughtful about its responsible use. 

This approach combined psychological safety with real-
work application, allowing employees to experiment, reflect, 
and grow confidence naturally. The AI Guide made this 
scalable—offering personalized learning while continuously 
generating data that leaders could use to make informed, 
timely decisions.

“Having a place to try things without pressure 
made all the difference. It helped me move from 
thinking to doing.”

 
The series demonstrated that practice drives confidence, 
and reflection converts learning into insight. That 
insight became actionable business intelligence, helping 
stakeholders understand where confidence was growing, 
where friction remained, and where to focus next.

This series proved that guided practice and ongoing 
reflection create measurable confidence—a 4× rise in high 
confidence to 60 % that held over time. Through curiosity, 
courage, and practice powered by the Acolyte Guide 
and Skill Builder, the organization demonstrated how 
personalized learning becomes actionable business 
intelligence and how reflective practice at scale drives 
both individual growth and organizational readiness. 
This case illustrates how the Workforce Readiness and 
Adaptation Architecture translates into measurable 
growth: a design where guided practice and reflection 
build confidence, fluency, and adaptability.
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Appendix A: Wins, Friction, and Opportunities

Wins – What Worked Well

Even with progress, participants named three consistent challenges: 

•	 Prompt confidence: Uncertainty about how to start or when to use AI. 

•	 Workflow clarity: Needing clearer examples of how AI fits into specific roles. 

•	 Time to practice: Wanting more time and opportunities for guided reflection.

These aren’t barriers—they’re signals for design. Addressing them means expanding reflection windows, embedding prompt 
packs, and showcasing strong departmental examples of Golden Quadrant work, which is rewarding for employees and valuable 
for the business.

Friction – What Got in the Way

Theme Description Participant Reflection
Confidence Increased and Sustained Confidence grew by 30% and stayed high. “It made me feel more confident in using AI for 

my work tasks. I can see how it will help me be 
more effective.”

Mindset Shift Took Hold AI was reframed as a collaborator, not a 
replacement.

“I did keep top of mind that I am the captain—
that was a cool concept to think of it.”

Application Became Habit Frameworks were used daily to create drafts, 
plans, and communications more efficiently.

“It made it easier to understand that I can do this 
and that a collaboration can be an easy process.”

Reflection Created Insight The Guide helped participants evaluate their 
thinking, tone, and process.

“To talk with an AI and go back and forth really 
helped me figure out what was missing and 
what I can do to get the right tone with the right 
content.”

Opportunities – What to Scale Next

Opportunity Description Value
Department-Level Pilots Run focused 6–8 week pilots using the Learn–

Practice–Perform–Reflect loop.
Creates repeatable playbooks and measurable 
adoption models.

Prompt Packs and Playbooks Curate high-performing prompts and workflow 
examples.

Scales what works and accelerates adoption.

Manager Enablement Train managers as AI champions using Guide 
data.

Builds peer coaching capability within teams.

These Wins, Friction, and Opportunities represent our striving toward a 10× impact—the space where reflection reveals insight, and 
insight drives action. With continued implementation, this model is expected to yield exponential change over time. All findings are 
drawn from end-of-session surveys, anonymized activity within the Acolyte-powered Guide and Skill Builder, and participant chat 
reflections during the live sessions. These results contribute to CoLabs’ broader Workforce Readiness and Adaptation Architecture—
demonstrating how data from guided practice and reflection can inform readiness and adaptability across the workforce.
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•	 Average confidence rose 30 % from 2.7 to 3.4 (out of 5) and remained stable over weeks. 

•	 High-confidence participants (ratings 4–5) rose from 15 % → 60 %; while 
Low-confidence participants (1–2) dropped from 42 % → 20 %. 

•	 This right-shifted distribution shows both behavioral adoption and psychological safety—participants weren’t just 
experimenting; they were performing.

Note: These frameworks and metaphors were first introduced in Session 2; data reflect continued use and reinforcement 
through Session 3. 

After being introduced in Session 2, participants quickly adopted these frameworks and continued using them naturally in 
subsequent reflections. By Session 3, more than 60 percent referenced at least one—The 7 Pivots, Decide & Draft, or the 
CoLab Cycle—in their own words. This consistency shows that participants weren’t simply recalling workshop content; they were 
internalizing a shared way of thinking about AI collaboration. 

Shared mental models mean that people begin describing their work using the same frameworks and language. When teams 
think and talk about AI collaboration in the same way, they coordinate more effectively and scale learning faster.

Participants didn’t just learn—they applied, reflected, and grew. The data reveal a clear trajectory from curiosity to competence. 
Every reflection became a data point, and every data point guided the organization’s next best step. That’s the power of 
combining personalized learning and coaching with actionable business intelligence—a model for building confidence, 
capability, and culture that lasts.

Key Insight: Sustained confidence across multiple measurement points demonstrates lasting improvement, 
not a short-term workshop bump. The workforce didn’t just gain skill—they gained belief that collaboration 
with AI is part of how work gets done.

Key Insight: Sustained use of shared language signals fluency, not familiarity—participants were thinking and communicating 
through the same frameworks that guided their learning.

Appendix B: Data Highlights

Confidence Growth and Stability

From Frameworks to Fluency

Data Takeaway

Key Terms Session 2 Session 3 Sustained Use

“Captain” / “Crew” 33% 33% ✓ Sustained

“Seven Pivots” 39% 41% ✓ Sustained

“Decide & Draft” 43% 46% ✓ Sustained

“Practice” / “Reflection” 52% 55% ✓ Sustained

Based on feedback from over 240 participants, the data combine responses from end-of-session surveys, anonymized activity within 
the Acolyte-powered Guide and Skill Builder, and participant responses in chat during the live sessions
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