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The central question

What happens when a company stops treating AI
only as an individual productivity tool and begins
assigning agents a place in the workflow? Lenovo’s
account of its China operations offers an unusually
concrete case: a software team organized around a
full-stack engineer and five AI agents, an initial
sales handoff assigned to an agent, and a
management model that gives people
responsibility for an agent’s authority and results.

The case is also a reminder to read enterprise
transformation claims carefully. Lenovo’s public
descriptions provide valuable evidence of its stated
design and reported activity. They do not establish,
on their own, how consistently the model operates
across teams, whether productivity improvements
were caused by AI, or what happened to
employment and career progression.

Key findings

- The unit of change is the workflow. Lenovo
reports reviewing 692 business processes at level
four or above in fiscal year 2025/26 while pursuing
redesign in different areas. A review is not the
same as a completed or successful redesign. 1

- One software example combines broader human

roles with agents. Lenovo describes work formerly

associated with eight role categories being
organized into a small team of a full-stack engineer
and five agents. It does not publish enough task-
level evidence to reconstruct each agent’s
responsibilities or show how all affected workers
moved. 1 2

- Human accountability is part of the stated design.

The company says business owners set goals, grant
permissions, handle exceptions and accept results;
an executive also describes testing and sandboxing
before agents enter service. How these controls
perform in practice is not independently
established. 1 3

- Training activity is not the same as capability.

Lenovo reports 580 training sessions and 100,000
cumulative attendances in China over the previous
fiscal year. The latter is a participation count, not
100,000 distinct trained employees. 1

- Adoption support may matter, but comparison

details are incomplete. In a separate company-
described global Copilot comparison, daily use was
91% for a supported group and 67% for a license-
only group. This is a 24-percentage-point
difference, or about 36% relative to 67%. The
company does not provide sufficient design details
to establish a causal effect. 4
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1. From tools to the architecture of
work

Most enterprise AI announcements describe
access: a model, a license, a chatbot, or a training
programme. Those are inputs. Workforce
transformation begins when work is redistributed:
an activity is assigned to an agent; an employee
moves from producing a first draft to checking and
acting on it; or a team changes how it coordinates.

Lenovo frames its China strategy as a network of
three broad-purpose agents, more than 100
scenario agents and a changing number of
reusable skills. The three broad-purpose agents
serve different audiences: the public and
customers, partners, and employees. The
configuration is the company’s description of its
system, not a validated measure of autonomous
capacity or workforce impact. 1

The more consequential question is what happens
between a business request and an accepted result.
Lenovo says it reviewed 692 level-four-or-higher
business processes during fiscal 2025/26 and
pursued redesign across business areas. The
public source does not specify how many of those
processes were fully redesigned, deployed or
evaluated. A useful reading of the figure is
therefore scope of process review, not completion
rate. 1

AIGW interpretation: A large agent inventory can
signal organizational ambition, but the stronger
evidence lies in how tasks, decision rights and
handoffs change in an identifiable workflow. A
company can deploy many agents without
improving the quality of decisions or creating a
sustainable role for employees.
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2. The software team: a broader role,
not evidence of a headcount outcome

Lenovo describes an R&D arrangement that brings
work previously associated with eight role
categories—including requirements, architecture,
front-end and back-end development, testing and
operations—into a small team organized around a
full-stack engineer and five agents. The company
presents this as part of a transition from role-
based handoffs toward task-focused collaboration.
1

The organizational significance is not simply that
one person uses five tools. The proposed unit
combines a broader human span of work with
several AI-supported activities. A task that once
passed across specialized functions may be
prepared, checked or coordinated within a smaller
working unit. If it works, the engineer’s
contribution increasingly includes defining the
problem, directing work, evaluating outputs and
deciding when specialist support is needed. These
implications are AIGW’s analysis of the stated

model; they are not a documented account of every
step in Lenovo’s workflow.

The evidence has limits. Lenovo does not identify
all eight roles in the passage, explain each agent’s
function, state the number of teams operating this
way or provide a before-and-after headcount for
affected workers. The design does not establish
that eight employees became one, that every
specialist role disappeared, or that five agents
replaced five people. An IT-focused outlet reports
further claims about rollout, but its coverage
largely repeats company disclosures and is not
independent measurement of workforce outcomes.
2

Decision for leaders: Before copying a compact
team model, identify which specialist judgments
must remain accessible. Faster production can
increase the cost of undetected errors if
architecture, security, testing or operations
expertise becomes harder to reach.
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3. The sales handoff: automation
changes the next human task

Lenovo also describes a telephone-sales process
for a particular customer category: an agent
carries out the first round of lead-to-opportunity
nurturing, after which human employees
concentrate their follow-up. The public account
does not specify the full sequence, customer
population, quality thresholds or conversion
results for this example. 1

This small description is still useful because it
locates the handoff. The agent’s initial activity
creates the material and context that the employee
receives. The human role may shift toward

assessing whether an opportunity is real, resolving
unusual questions and deciding what to do next.
Those are plausible implications, not verified
observations of employees’ actual work.

The operational questions follow naturally: What
must the agent record? When must a lead be
escalated? Can the employee see why the agent
classified it? What happens when a customer
disputes the record? A credible redesign needs
answers before the number of automated
interactions becomes an adequate success
measure.
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4. Managing agents means specifying
authority

Lenovo says that each agent has a business owner
responsible for setting objectives, granting
permissions, making key decisions, handling
exceptions and accepting results, with records
retained for traceability. In an interview published
by Xinhua’s Globe magazine, a Lenovo executive
describes a sequence including capability building,
sandbox testing, trial operation and value
validation before an agent is put into service. These
are reported company practices and executive
descriptions; neither source supplies an external
audit of their effectiveness. 1 3

For a manager, the change is practical. The
question is no longer only who on a team
completes a task. It is also what an agent can

access, what it may propose or do, what requires
approval, what happens when it fails, and who can
suspend it. A named person does not become
meaningfully accountable merely because a policy
says so: that person also needs visibility, authority,
time and escalation routes.

AIGW’s recommended minimum control record is:
business purpose; task and system access;

permitted actions; human approval points;

exception owner; monitoring; and a way to pause

or reverse action. This is an analytical
recommendation derived from the case, not a
claim that Lenovo has publicly documented every
item.
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5. Training and the missing transition
evidence

Lenovo reports 580 training sessions and 100,000
cumulative attendances in its China region over
the previous fiscal year. Since the unit is 人次—
participations—the same employee may be
counted more than once. The source does not
disclose distinct attendees, assessment results,
skill retention or individual career outcomes. 1

Training volume is therefore evidence of organized
learning activity, not proof of workforce readiness.
A fuller transition account would connect a
changed task to the people affected: what they
previously did, what new judgment is required,
how they practice, who assesses competence, and
whether the new role provides progression.

This is especially important for early-career
workers. If routine implementation, first drafts or
basic testing are reduced, some traditional
opportunities for practice may also shrink. The
Lenovo sources reviewed do not establish that this
has happened at Lenovo. The risk is an AIGW
research question: how can an employee learn to
evaluate work they have had fewer opportunities to
perform? Leaders should test the question through
role-level observation, mentoring and supervised
practice rather than assume that access to an agent
produces expertise.
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6. The management comparison:
useful signal, limited inference

A separate Lenovo account of its global adoption
programme compares two groups using Microsoft
365 Copilot. The company reports that 91% of the
group receiving role-specific guidance, training,
manager involvement and feedback used it daily,
compared with 67% of the group receiving licenses
without tailored support. The absolute gap is 24
percentage points; the relative difference is
approximately 36%. 4

The comparison suggests a question worth testing:
does a manager-supported rollout help people

integrate AI into actual work? The public account
does not supply sample sizes, assignment method,
timing, definitions of daily use, variation by job or
independent evaluation. Therefore the figures are
a company-reported association within its
comparison, not proof that the support package
caused the difference. The company also sells
adoption services, which makes clear attribution
and independent evaluation particularly
important. The comparison concerns a different
global deployment; it should not be presented as
an outcome of the China software-team example. 4
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Adoption support: a global comparison

Lenovo reports a 24-percentage-point difference between the groups; the 36% relative
difference uses 67% as its denominator. [4]

F I G U R E  1

Daily Copilot use in Lenovo’s global comparison

Separate from the China case · reported 2 October 2026

Supported group 91

License-only group 67

0 100

Source: Lenovo StoryHub, company-reported comparison [4]

Note: Sample size, group assignment, period and daily-use definition are undisclosed. Association does not establish causation.

Evidence boundary

This is a separate global deployment, not an
outcome of the China software-team example.
Lenovo’s comparison does not establish a causal
effect. [4]
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7. Why the China perspective matters

The case illustrates a language of enterprise
transformation that is prominent in Lenovo’s own
China-facing material: the integration of human
and digital agents across business processes. The
vocabulary of “carbon” and “silicon” employees is
a company framing for a human–AI operating
arrangement, not a claim that AI systems are legal
employees or have human judgment. 1 3

The most transferable insight is the linkage
between enterprise-wide design and specific
operational work. Lenovo connects a broad agent
network to process review, a software-team
configuration, sales handoffs, skills and business

ownership. The connection is analytically useful
even where the public evidence remains
incomplete.

The case should not be treated as representative of
all Chinese companies. Lenovo is a large
technology company with internal engineering
capacity and a commercial interest in AI services.
Other employers may face different resources,
labor arrangements and governance constraints.
Further research should compare how frontline
manufacturers, service firms and smaller
employers translate agent deployment into actual
roles and career pathways.
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8. A practical agenda for enterprise
and policy leaders

For enterprise leaders: choose one material
workflow rather than beginning with a generic
adoption target. Document the task sequence, who
currently handles each decision, the proposed
agent handoff and the human fallback. Measure
service quality and exception handling alongside
speed.

For HR and learning teams: name the roles
affected and map the skills required before and
after the change. Count distinct learners as well as
attendances; assess practical capability after
training. Track whether workers receive
opportunities to move, progress and build
judgment.

For technology and risk teams: maintain an agent
register with owners, data permissions, actions,
approval boundaries, monitoring and a suspension
mechanism. Test exceptions and security
implications before scaling.

For policymakers and workforce institutions: ask
employers for comparable information on task
change, worker participation, learning access,
mobility and job quality. Support transition
infrastructure that helps workers acquire verified
capabilities, while treating enterprise-reported
productivity and adoption figures as distinct from
evidence of employment outcomes.

What we still do not know

The public material reviewed does not show the
number of employees affected by the software-
team redesign, their transitions, role-level
headcount changes, how five agents divide tasks,
the quality of outputs, the effectiveness of controls,
or the long-term career outcomes for junior
workers. It does not establish that AI caused the
company’s reported business results. These gaps
make Lenovo a strong case for further
investigation—not a definitive template.
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Research note and sources

This case uses publicly available material accessed for the research cutoff above. Company material and an
executive interview describe organizational practices and company-reported figures; third-party reporting
is used as context and should not be treated as an independent audit. AIGW interpretations and
recommendations are identified in the text. The China workforce case and the global Copilot comparison
are separate deployments. Dates shown for Lenovo’s Chinese knowledge-base pages can include a later
mirror date and an earlier original article date; both are recorded in the source register.

1. Lenovo. Chinese knowledge-base mirror of corporate case
article. Original article dated 14 September 2026; mirror
dated 2 November 2026. Company account.
Boundary: Self-reported practices and activity; attendance counts
participations

https://m.lenovo.com.cn/wiki/article-49368.html

2. IT之家. Lenovo’s internal operating redesign. 8 October
2026. Secondary reporting, largely based on company
statements.
Boundary: Not independent measurement of workforce outcomes

https://www.ithome.com/1/010/535.htm

3. Xinhua / Globe. Interview with Lenovo executive and other
enterprise representatives. 27 October 2026. Interview.
Boundary: Executive account; not independent verification of its
content

https://www.xinhuanet.com/globe/20261027/a0a7315c96db40ea8
baa42a734490e09/c.html

4. Lenovo StoryHub. AI adoption and change management
model. 2 October 2026. Company account with commercial
context.
Boundary: Global comparison; sample size, group assignment and
period are not disclosed; association is not causal

https://news.lenovo.com/ai-adoption-change-management-model-
36-higher-daily-copilot-use/

5. AIGW. Workforce Architecture for the AI Enterprise. Related
Observatory framework.
Boundary: Context, not independent evidence for Lenovo

https://gaeedu.org/publication/workforce-architecture-for-the-ai-
enterprise

6. AIGW. AI Workforce Transformation: Work & Role Redesign.
Related conceptual guide.
https://gaeedu.org/pillar/ai-workforce-transformation
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