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Industrial AI governance is becoming an insurance and operating-authority issue. The decisive artifact is no longer a policy saying humans remain

accountable. It is evidence that the system could not exceed its approved actions, that shutdown works at runtime and that every production-affecting

action is reconstructable.

Decision summary

Decision signal

Evidence

Funding implication

Insurance availability

More than 60 P&C carriers filed Al exclusions; Aon
tracks about 300 Al-related cases.

Price coverage before granting production authority.

Runtime control

Insurers ask about oversight, documentation, incident
detection and escalation.

Fund policy enforcement and audit telemetry, not only
models.

Digital twin replication

Unilever plans 40+ twins after quantified capacity,
waste and quality gains.

Fund the transfer package and baseline KPIs.

Recommendations and execution create different Separate observe, recommend, approve and execute

Closed-loop scope liability and control profiles. states.

Investigation 1 Insurability Is Becoming a Production Gate
Question. What changes when an Al agent can alter maintenance, quality, purchasing or process settings?

Bottom line. The organization must prove delegated authority, containment, logging and recovery before deployment. Standard cyber coverage may
not respond when the company's own authorized agent causes a commercial loss, and new exclusions can leave gaps between cyber, E&O, product,
crime and general liability policies.

Evidence

®  Aon says its aggregated database covers roughly 300 Al-related lawsuits and recommends mapping scenarios to the insuring agreements that
could respond.

e  CSIS reports more than 60 property-and-casualty providers filed Al exclusions in 2026, while specialty markets are beginning to offer
affirmative AI coverage conditioned on evaluation and governance.

*  Aon guidance for professional risks emphasizes higher oversight for high-autonomy use cases, clear incident detection and escalation, and
documentation of testing and client impact.

*  Aon separately reported that Al-related securities class actions were 13% of first-half 2026 filings but represented 73% of alleged investor
losses. Governance claims can therefore reach directors even when the operational incident begins elsewhere.

Causal mechanism. An agent receives system access; a model or prompt error stays within technical credentials but exceeds business intent; the
action creates physical, financial or customer harm; and the loss falls into a policy gap if the contract excludes the relevant actor or event.

Executive implications

For every production use case, define four states: observe, recommend, approve and execute. Insure and authorize each state separately.
Require hard transaction limits, approved tool lists, dual approval for high-consequence actions, runtime shutdown and immutable action logs.
Run scenario reviews with operations, security, legal and the broker before a pilot receives write access.

Include vendor indemnity, incident cooperation, model/version notice and evidence-retention terms in the commercial agreement.

Inference. The ability to obtain and retain coverage will become a practical constraint on autonomous industrial deployment, especially where
agents can affect physical assets or contractual commitments.

Unresolved. Policy language, state approvals and claims interpretations vary. A general market trend does not establish coverage for a specific
insured.

What would change our view. Affirmative coverage with acceptable limits and explicit protection for approved autonomous actions would reduce
the constraint. Broader exclusions or a major uncovered cyber-physical loss would raise it.
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Investigation 2 The Replicable Asset Is the Control and Transfer Package
Question. What distinguishes a scalable digital twin from a one-plant demonstration?

Bottom line. A scalable twin includes a bounded physical model, sensor and data definitions, control interfaces, baseline KPIs, validation tests, local
operating procedures and rollback rules. The model alone is not the reusable asset.

Evidence

e Unilever reports that its Raeford twin predicts 95% of process-flow restrictions, reduced waste 20% and increased capacity 10%.

e At Poznan, a twin reduced minor stoppages by up to 20% and waste by nearly 30% while stabilizing mayonnaise viscosity.

e  Unilever plans more than 40 additional twins over 18 months. That rollout creates a measurable test of transferability across plants, products,
instrumentation and local operating practice.

e  The disclosed outcomes are company-reported and do not include full deployment, integration or recurring service cost.

Causal mechanism. Plant data calibrates the twin; the twin predicts a bounded constraint; operators validate an intervention; approved changes alter
the process; and the same package is adapted to a second plant. Value comes from decision conversion and repeatability, not visualization.

Executive implications

e  Compare released capacity with avoided equipment and construction, not only labor savings.

®  Measure prediction-to-action conversion, sustained KPI improvement and time to reproduce at site two.

e  Freeze the sensor schema, system-of-record interfaces, acceptance tests and rollback design as controlled assets.

* Do not grant closed-loop authority until the same measurement and attribution method survives local variability.

Inference. Digital twins can become avoided-capex tools when they release constrained capacity and the transfer package is cheaper than physical
expansion.

Unresolved. Independent payback, recurring software cost and post-handoff performance are not disclosed.

What would change our view. Verified site-two economics and sustained performance after implementation support exits would raise confidence.
A failure to reproduce KPIs or rising integration cost would weaken it.

Production authorization checklist

Control Required evidence Decision trigger
Authority boundary Tool, system, object and transaction limits Before write access
Runtime shutdown Independent stop path and tested recovery Before closed loop

Audit trail Model/version, prompt, data, action, approver and Every production action

outcome

OEE, waste, quality, energy, material and downtime

N Before benefit claim
definitions

KPI baseline

Insurance map Policy, exclusion, retention, limits and incident notice Before scale decision

Sources and verification notes

Evidence, management statements, market estimates and BK Consulting judgments are separated in the text. Sources were accessed October 11,
2026. Legal status should be checked again at the transaction or award date.

[1] Aon Al risk and insurance report - https://www.aon.com/en/insights/reports/ai-risk-is-outpacing-insurance-what-organizations-need-to-know-in-2026

[2] Aon Al-related D&O claims, October 2026 - https://www.aon.com/en/insights/articles/ai-related-do-claims-and-emerging-litigation-risks

[3] CSIS insurance exclusions analysis - https://www.csis.org/analysis/insurance-industrys-retreat-ai-threatens-slow-innovation-and-adoption

[4] Unilever digital twin scale-up - https://www.unilever.com/news/press-and-media/press-releases/2026/unilever-scales-digital-twins-across-global-manufacturing-network-with-accenture/

[5] Accenture-Unilever manufacturing release - https://newsroom.accenture.com/news/2026/unilever-scales-digital-twins-across-global-manufacturing-network-with-accenture
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