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Today, a robot deployed onto a factory floor can hold a certificate proving its body 

will not suddenly combust, exceed a specific contact force, or electrocute anyone 

working alongside it. Nothing certifies whether the brain controlling the body is 

safe enough to stand next to. For an insurer thinking about covering a fleet of 

humanoids, pricing the body is a solved problem; pricing the brain is not. 

In the agentic insurance piece we published last week, we argued that when an 

agent deployed in the digital world causes a loss, the durable business in insuring 

it belongs to whoever owns the standard defining a safe-enough agent and the 

record of how it fails, not to whoever pays the claim. Give that agent a body and 

the argument only sharpens. Outside of China, no such standard exists, and 

nobody has built the business that would issue it. Before asking who could, it is 

worth being precise about what is actually being insured. 

Property and Peril 

In insurance, property is what suffers a loss and peril is what causes one. A 

deployed instance of embodied intelligence, like a humanoid, is both at once: an 

expensive asset that can cause damage to the people and objects in its vicinity. 

What turns this into an insurable market is deployment volumes; an insurer can’t 

price a population that doesn’t exist. Deployment numbers are starting to 

compound, and the cost curve is starting to show Wright’s Law dynamics.1,2 The 

average entry price for a humanoid has fallen from ~$100,000 to ~$50,000 in two 

years, with Unitree’s R1 available on the retail market for as little as $4,900.3,4  

 

Each price reduction puts more machines into more workplaces, and each 

deployment takes out the next increment of cost: a recursive loop that results in 

cheaper robots deployed at scale. Wright’s Law relies on cumulative deployments. 

So does the law of large numbers, which is one of the reasons insurance works at 

all. The same volume that pulls the cost curve down is also what turns a 

fragmented list of incidents into a cohesive loss record. 

https://activantcapital.com/research/who-owns-the-risk-layer-for-ai
https://www.ark-invest.com/wrights-law
https://www.unitree.com/
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Volume also means contact at scale. An embodied agent shares floor space with 

people, so its mistakes arrive as bodily injury and property damage, which are the 

oldest and best-understood perils in the industry. Today, this shared floor is largely 

within industrial or commercial settings, where robots work near people and the 

operator is responsible for their actions. The household is the end-goal though. 

Imagine a world where the home robot is as ordinary as the dishwasher: the same 

machine that unpacks the groceries or mows the lawn is the one left in a room 

with a child. Home policies were never written for a machine that acts on its own 

authority. Wherever the contact happens, the machine is both property and peril, 

and that splits the exposure into two books that can’t be underwritten the same 

way. 

The hardware book is the damage to the robot itself: the stripped gearbox, the 

burnt-out actuator, the stolen unit. This is most similar to equipment breakdown 

and inland marine in traditional insurance, and the repair bill for a humanoid is 

non-trivial: a single service call in China already costs anywhere between $4,400 

and $42,000.5 Pricing the hardware book is a largely solved problem today; an 

underwriter can price a dropped machine without any view on why it fell. 

The liability book is the damage the robot imposes on its environment: the injured 

worker, the crushed pallet, the third-party claim. Nobody can underwrite this 

properly yet, because pricing it requires a view on how a learned policy behaves 

in a room it has never seen. 

The opportunity lies in this asymmetry. In physical AI, the body is commoditizing 

and the brain is generalizing. We think the same split applies to cover. Insuring the 

body will commoditize with the hardware it protects. Insuring the brain is the half 

nobody can write yet, which is why we think it is the half worth owning. What stops 

anyone from writing it becomes clear the first time one of these machines hurts 

somebody. 

Everybody’s Fault 

Say a humanoid knocks a worker down a loading ramp and they break their arm. 

 

https://www.investopedia.com/what-is-equipment-breakdown-coverage-8348546
https://www.investopedia.com/what-is-inland-marine-insurance-7643848
https://www.activantcapital.com/research/two-ways-to-break-a-robot
https://www.activantcapital.com/research/two-ways-to-break-a-robot
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The robot OEM built the body; the model developer trained the perception and 

control stack; the systems integrator installed it; and the operator deployed it. The 

worker’s own conduct will also be argued into the mix by all four. In this scenario, 

older insurance policies would assume one party is clearly at fault because they 

were not drafted for a machine whose behavior is learned rather than pre-

programmed and can change overnight with a software update. In our agentic 

insurance piece, we followed a single policy through five sets of hands between 

the risk and payout. Here, five sets of hands reach for a single claim. 

 

None of this troubled the pre-programmed industrial robots that have been 

operating on manufacturing lines since the 70s. An industrial arm sits in a cage 

under a risk assessment, so an injury is a procedural failure, a guard defeated or 

a lockout skipped, never a judgment about what the machine decided for itself. 

The most current example of a machine already acting on its own authority is on 

the road, and the UK legislated instead: the Automated and Electric Vehicles Act 

(AEVA) makes the motor insurer pay the victim first and recover from the OEM 

later, and its 2024 successor obliges OEMs to disclose the safety data that settles 

fault.6,7 Both routes take behavior out of the question, which is why no policy form 

in use was ever drafted to ask about it.  

Even if legislation settles who pays, an underwriter still has nothing to price with. 

Insurers rate commercial risk on claims history, equipment records and operating 

controls. Humanoids have almost no claims history, and the technology moves 

faster than a loss triangle can be built.8 The same model also carries different risk-

profiles in different environments, and the software can change after the policy is 

bound. A single model running a fleet is not a pool of independent risks: it is a 

single set of weights replicated across every insured unit simultaneously. This is 

 

 In a US facility, the worker is paid first by no-fault workers' compensation, which only relocates the 

fight: the comp carrier subrogates against whichever of the four it can reach. 

https://www.legislation.gov.uk/ukpga/2018/18/contents
https://www.legislation.gov.uk/ukpga/2024/10/contents
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the correlation problem we described for digital agents, but now with boots on the 

ground in the real world. 

For a digital agent, an underwriter can at least ask for an independent model 

evaluation and a certification of the deploying organization. The embodied 

equivalents test the wrong layer: UL 3300:2025, ISO 3691-4, ISO 13482 and the 

ANSI/A3 robot safety standards check mechanical strength, electrical safety, 

emergency stops and contact forces.9,10,11,12 The frame is moving: ISO 10218:2025 

shifted certification from the machine to the application; and ISO 25785-1 is being 

drafted for dynamically stable walking robots; but both certify an installation, not a 

policy.13,14 Every one of them was designed for a machine whose behavior was 

fixed before it left the factory. 

In a previous robotics article, we argued that the emergent behavior making these 

machines commercially valuable is the same property that makes them 

unverifiable: you cannot enumerate what a generalizing system will do, only watch 

it. You can certify a fall zone; you can’t certify improvisation, yet. A body test is a 

one-time pass, but a brain test has to be a continuous measurement, which is a 

different instrument with a different business model attached. 

The Referee 

So, who builds it? Standards tend to follow units, and the units are not in the West. 

Chinese OEMs shipped over 90% of the world’s humanoids in 2025, and the 

insurance followed the units.15 In October 2025, CPIC launched Ji Zhi Bao: the 

world's first policy written specifically for a humanoid robot, covering the machine 

from the production line through leasing to end use, and covering harm in both 

directions: damage to the robot, and damage the robot does to everyone around 

it.16 PICC and Ping An followed within weeks, bundling body damage, cyber 

incidents and surgical robot accidents into cover priced by scenario.17 

But Chinese insurers have not solved the pricing problem; they have almost been 

excused from it. Shortly after CPIC, Ping An and PICC released their humanoid 

cover, the Chinese Ministry of Industry and Information Technology (MIIT) 

published the country's first national standard system for humanoid robots and 

embodied intelligence, so the state underwriting the rollout is also writing the rules 

it will be measured against.18 Policy substitutes for actuarial science where the 

standard and the balance sheet sit under one roof. It is a real answer, but nobody 

else will adopt it: no global buyer will accept a Chinese state insurer, underwriting 

against a Chinese national standard, as the neutral authority for a machine built in 

Austin or Sunnyvale. 

In the West, the picture is thinner. The Artificial Intelligence Underwriting Company 

(AIUC) has built the closest thing to the business this piece is describing: AIUC-1 

is audited by an accredited outside firm, retested quarterly, and an insurer can 

write a policy directly off the result.19 ElevenLabs and UiPath are among the first 

certified.20,21 But AIUC-1 is built for software; its recent updates have reworked 

https://www.activantcapital.com/research/two-ways-to-break-a-robot
https://en.cpic.com.cn/
https://www.humanoidsdaily.com/news/china-rolls-out-first-dedicated-insurance-for-humanoid-robots
https://picc.e-ciie.com/
https://group.pingan.com/
https://www.uschina.org/wp-content/uploads/2020/12/30_miit_organization_chart.pdf
https://aiuc.com/
https://aiuc-1.com/
https://elevenlabs.io/
https://www.uipath.com/
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agent identity, logging and runtime containment, but nothing in it addresses a 

machine that can throw someone down a flight of stairs. 

The seat AIUC is claiming for digital agents is empty for embodied ones. Around 

it sits carriers rather than certifiers. AXIS runs a program for firms that build and 

deploy autonomous robots, pairing technology errors and omissions with product 

liability against navigation and perception failures. Relm's PONTAAI covers bodily 

injury and property damage from AI failures the main policy leaves out.22 At the 

edges, Testudo is assembling the loss and litigation dataset the market will run on, 

and Boop is aiming at the household, reaching future robot owners through trusts 

for what it calls nonhuman dependents, and betting that the regulatory gray area 

around humanoids is the moat.23,24 These are serious bets, and between them they 

are claiming appetite, distribution and data, but no one is claiming the thing that 

makes the risk priceable in the first place. 

There is a precedent for what is missing. In the 1890s, electricity was the 

uninsurable technology of its day: obviously valuable, obviously dangerous, and 

impossible to price. The fix did not come from a carrier. In 1894 two fire 

underwriters' associations put an engineer and $350 of equipment into a room 

above a Chicago fire station and called it Underwriters Laboratories (UL). It tested 

the devices, published the standard, issued the mark, and never sold a policy.25 

The insurers funded the referee but declined to own it, and all of a sudden, the 

wired building became insurable. 

An embodied agent needs the same instrument pointed one layer up, at the model 

rather than the metal, and running continuously rather than once. 

An Empty Seat 

Nobody has built that yet, and the company that does will not be a carrier. In our 

upcoming work on the physical AI data layer, we argue that value accrues not to 

whoever sells the scarce input (data) but to whoever owns the loop that keeps 

manufacturing it. In insurance, we think continuous certification is that loop: certify, 

deploy, observe the failures, reprice, recertify. A certifier watching failures across 

many manufacturers accumulates a record no single insurer could assemble 

from its own book, and every turn makes the next certificate more accurate. 

This only works off the balance sheet. A firm that certifies the robot, owns the 

failure record and sells the policy has every reason to rate the risk in whatever way 

sells more insurance. This is the conflict that discredited the credit rating agencies, 

and the open question hanging over AIUC, which writes the standard, audits 

against it, and sells what the certificate enables. That is the harder structure to 

build, and the only one that holds. 

The strongest argument against all of this is vertical integration from robot OEMs 

themselves. Figure, Tesla and 1X build the body, train the model and deploy the 

unit, so fault that would otherwise split four ways lands on a single balance sheet, 

https://axisinsurance.ca/commercial-insurance/robotics-insurance/
https://relminsurance.com/
https://relminsurance.com/relms-pontaai-solution-ai-insurance-coverage-beyond-existing-liability-programs/
https://www.testudo.co/
https://www.trustboop.com/
https://www.ul.com/
https://www.figure.ai/
https://www.tesla.com/en_eu/AI
https://www.1x.tech/
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and a manufacturer with enough capital can self-insure its fleet and price it into 

the lease. A manufacturer standing behind its fleet has actually become an insurer 

whether it uses the word or not, and it still needs to price the exposure and know 

how its machines fail. 

We’ve already seen this experiment run on cars. In 2019, Tesla launched Tesla 

Insurance Co. after losing sales due to the high premiums offered to their 

customers by third-party insurers.26 In 2025, Tesla wrote ~$1.4B in premiums at a 

direct loss ratio above 100. Tesla directly underwrote 75.9% of those, up from 21.2% 

in 2022, leading them to reach their first underwriting profit in early 2026.27 Without 

a balance sheet the size of Tesla’s though, owning the data is not the same as 

being able to price the risk, and scoring your own product is not the same as an 

independent test. 

Vertical integration is also only one part of the story: the premise of the robotic 

foundation model (RFM) business is that the brain eventually separates from the 

body and ships onto hardware its developer did not build. The moment it does, 

fault splits again, and the certified version of the model is the only thing an 

underwriter has left to hold onto.  

So, we think the insurable market arrives either way. If cyber was the dress 

rehearsal for digital agents, then digital agents are the dress rehearsal for this: risk 

too correlated and too uncertain to price gets engineered into something capital 

will fund. 

Somebody is going to own the mark that makes a robot insurable and the failure 

data behind it. That seat is still empty, whoever claims it first will set the terms for 

everyone who comes after. 
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