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LB Labs
Outbound AI Agents:
Governance and Guardrails
A practical framework for running compliant, brand-safe outbound campaigns with AI agents across voice, SMS and email.
	What this guide is for
If you are using AI agents to prospect, follow up, re-engage, or qualify leads, the upside is speed and scale. The risk is simple: bad consent, weak oversight, and poor message control can damage brand trust, trigger complaints, and create compliance exposure.
This playbook gives teams a simple operating standard before outbound AI goes live.



Five non-negotiables
1. Consent comes first — Do not let AI contact people unless you can prove the list, permissions, and contact rules are valid.
2. One owner is accountable — Someone on the business side must own the campaign, approvals, complaints, and stop decisions.
3. AI must stay on-script — Every outbound flow needs approved messaging, escalation rules, and off-limits topics.
4. Humans stay in control — High-risk replies, edge cases, and complaints should route to a human quickly.
5. Audit everything — Keep logs for source lists, consent status, prompts, message variants, approvals, and outcomes.
1. Campaign objective and fit
• Define exactly what the AI agent is trying to do: book a call, recover old leads, confirm interest, qualify demand, or move prospects to a human.
• Limit the first use case. Broad, multi-purpose outbound campaigns create more risk and weaker reporting.
• Do not launch outbound AI just because it is technically possible. Launch it because there is a clear revenue case and a clear operational use case.
2. Audience, list quality and consent
• Record where every contact came from, what they consented to, when they consented, and which channels they agreed to.
• Before launch, verify your suppression rules, unsubscribe logic, and list hygiene. Poor list quality will hurt both performance and brand trust.
• For Australian campaigns, direct marketing by SMS and email requires consent, sender identification, and a working unsubscribe. For telemarketing, businesses also need to account for the Do Not Call Register and related call standards.
3. Channel rules and contact logic
• Set clear rules for contact frequency, quiet hours, retry attempts, and when the AI must stop.
• Enable caller identification for voice campaigns and make sure return contact details work.
• Use channel-specific rules. A compliant email process is not automatically a compliant voice process.
4. Brand controls and approved messaging
• Create approved opening lines, value propositions, objection responses, and call-to-action options before the agent goes live.
• Define banned claims and restricted topics such as pricing promises, legal statements, medical claims, guarantees, or anything likely to mislead.
• Give the AI a clear tone guide: concise, respectful, helpful, and easy to identify as representing your business.
5. Human oversight and escalation
• Set triggers that move a conversation to a human: complaint language, requests to stop, billing issues, sensitive data, unusual objections, or high-value opportunities.
• Document who receives escalations, how fast they respond, and what happens if no one is available.
• Do not let the AI improvise through compliance-sensitive situations.
6. Privacy, data handling and system access
• Limit the data the AI agent can access. Only give it what it needs to perform the campaign.
• Check that CRM fields, enrichment tools, diallers, inboxes, and messaging systems all follow your access rules and retention settings.
• Review whether the intended use of personal information matches why it was originally collected.
7. Testing, approvals and launch control
• Test the full journey with internal users before any public launch: first contact, replies, edge cases, opt-out flow, escalation, logging, and reporting.
• Use a named approval gate for prompts, message templates, calling scripts, contact lists, and production launch.
• Start with a small segment first. Treat the first live release like a controlled rollout, not a full-scale blast.

8. Reporting, complaints and continuous control
• Track operational metrics and risk metrics together: delivery, answer rate, reply rate, meeting rate, unsubscribe rate, complaint rate, escalation rate, and blocked or spam-labelled outcomes.
• Create a fast stop process if the campaign produces unusual complaints, low-quality conversations, or brand risk.
• Review logs, transcripts, and outcomes regularly so the campaign improves without drifting off-policy.

Minimum policy set before launch
If these are missing, the campaign is not ready for scale.
• Consent and suppression policy
• Approved script and tone guide
• Escalation and complaint handling path
• Prompt and template approval process
• Channel-specific send/call rules
• Data access and retention rules
• Campaign stop and incident escalation rule
• Weekly review and reporting cadence


Pre-launch guardrails checklist

Use this as a simple internal sign-off before any outbound AI campaign goes live.

	Control area
	What good looks like
	Status

	Commercial fit
	We can explain the revenue goal and why this campaign should exist.
	☐

	Use case
	The AI is solving one defined outbound job, not trying to do everything.
	☐

	List source
	We know exactly where the contact list came from.
	☐

	Consent record
	We can verify the contact permissions for the relevant channel.
	☐

	Suppression rules
	Opt-outs, exclusions, and prohibited contacts are removed before send or call.
	☐

	Channel rules
	Calling windows, frequency caps, quiet hours, and retry logic are configured.
	☐

	Brand script
	Openers, key messages, and off-limits claims are approved.
	☐

	Human handoff
	There is a live escalation path for complaints, sensitive cases, and hot leads.
	☐

	Data access
	The AI only has access to approved systems and approved fields.
	☐

	Testing
	We have tested normal conversations, edge cases, and opt-out scenarios.
	☐

	Logging
	We can trace prompts, messages, approvals, contact sources, and outcomes.
	☐

	Stop rule
	A named owner can pause or stop the campaign immediately if risk appears.
	☐




Common failure points
• Buying or importing lists without clear consent evidence.
• Letting AI personalise messaging using data the business should not be using that way.
• No single owner for complaints, escalation, or pause decisions.
• Too many retries, poor caller reputation, or repeated contact after an opt-out.
• Scripts that sound deceptive, vague, or too aggressive.
• No review loop for transcripts, prompts, or complaint signals.

What strong outbound AI looks like
• A narrow use case with a clear commercial target.
• Clean contact data and provable permissions.
• Approved scripts, tone rules, and escalation logic.
• Human review for risk events and sensitive interactions.
• Live reporting that balances revenue outcomes with complaint and unsubscribe signals.
• A campaign owner who can stop the system quickly.

	Where LB Labs helps
LB Labs helps teams design outbound AI systems that are commercially useful, operationally realistic, and controlled enough to protect the brand.
That usually means scoping the right use case, cleaning the workflow, setting the guardrails, integrating the stack, and measuring the campaign properly after launch.
Use this guide as your pre-launch filter. If several controls are weak or undefined, fix them before scale.






Built around current guidance from ACMA, the Do Not Call Register, OAIC privacy guidance, and NIST AI risk management principles.
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