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I N T R O D U C T I O N

Why this guide

Most revenue a dental practice loses never shows up in a report. It disappears

quietly: the call that rang out at 6:03 pm, the patient who needed a reminder and

never got one, the treatment plan that sounded expensive and never came back as

a booking.

These are not catastrophic failures. They are small, daily frictions that accumulate into a very

large number by year's end. And for most practice owners, the honest reality is that fixing

them has always required either more staff, more hours, or more software to manage. None of

those options is cheap or simple.

That is changing. AI agents, the kind that can hold a real conversation, book appointments,

send reminders, answer questions and know when to hand off to a human, have become

genuinely practical for small and mid-sized healthcare businesses. The technology has

matured, the costs have come down, and there are now solutions built specifically for the

Australian dental context.

BUILT FOR THE AUSTRALIAN CONTEXT

A well-configured AI agent for your practice understands HICAPS and health fund

queries, integrates with common practice management systems (Dental4Web, EXACT,

Praktika and others), operates within the framework of the Privacy Act 1988, the

Australian Privacy Principles, and is designed to support (not sidestep) AHPRA

professional obligations. It never gives clinical advice. It is a front-of-house tool, not a

clinician.

This guide walks through the six most common places practices lose patients and money,

explains how an AI agent addresses each one, and gives you a practical checklist for

evaluating any vendor you speak to. The figures we use are illustrative or sourced, and we

label them clearly. Your practice will vary.

If you finish reading and want to see what this looks like for your specific setup, email 

hello@friendlybots.com.au for a free, no-obligation walkthrough.
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E X P L A I N E R

What is an AI agent, and what it is not

The term "AI" gets applied to almost everything these days, so it is worth being

precise.

A basic chatbot follows a script. It presents menus, matches keywords, and falls apart the

moment someone phrases their question differently. You have probably encountered them on

banking or insurance websites. They are frustrating by design: built to reduce call volume, not

to actually help.

An AI agent is different in two important ways. First, it understands natural language, so a

patient asking "do you have anything Tuesday arvo?" is interpreted correctly, not bounced to a

menu. Second, it can take actions: check availability in your calendar, create a booking in your

PMS, send a confirmation, and follow up with a reminder. It does not just talk. It does things.

WHAT AN AI AGENT CAN DO

Answer questions about hours, location,

fees and health funds

Book, confirm, reschedule or cancel

appointments

Send staggered SMS and email reminders

Identify and re-engage overdue recall

patients

Explain treatment options in plain language

Triage urgency and escalate emergencies to

a human

Route complex or clinical questions to your

team

Brief the clinician before the appointment

WHAT IT WILL NOT DO

Make clinical diagnoses or give dental

advice

Replace the judgement of your dentist or

hygienist

Handle genuine medical emergencies (it

escalates them)

Operate without configurable guardrails

Access or store data outside your approved

systems

Act as a registered health practitioner

The human hand-off principle

A properly built AI agent knows its limits. Any conversation involving clinical questions, patient

distress, emergency symptoms, complaints, or anything that falls outside its defined scope is
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escalated to a human, with a full transcript of the conversation so your team is not starting

from zero. The agent handles the routine. Your team focuses on the things that actually need

them.

THINK OF IT AS A WELL-TRAINED RECEPTIONIST

One who never calls in sick, knows your fees and health fund arrangements by heart,

answers enquiries at 11 pm on a Sunday, and always knows when to say "let me get

someone who can help you with that."

With that framing in mind, let's look at the six places where most Australian dental practices

leak patients and revenue, and how an AI agent addresses each one.
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C H A P T E R  1  O F  6

Missed calls and after-hours enquiries

The cost of the ringing phone

A patient rings your practice for the first time. No one answers. In most cases, they do not ring

back. They book with the next practice that picks up, or the one that responded to their online

enquiry at 11 pm. Research from LocaliQ consistently shows that a missed first call is, in most

cases, a lost patient. That patient may be worth hundreds of dollars in their first year and

thousands over a lifetime.

Lost
A missed first call is usually a lost patient:

most callers do not leave a message, they

simply ring the next practice

Source: LocaliQ

After hours
Many enquiries arrive in the evenings and

on weekends, when reception is closed

and the call goes unanswered

Source: EXACT Dental

The problem is not just phones. Web enquiries, social messages and form submissions sent

outside business hours sit unanswered until Monday morning, by which point the patient has

long since moved on.

How an AI agent fixes it

24/7 availability: the agent responds to web chat, SMS and social enquiries at any hour,

including evenings, weekends and public holidays.

Real-time booking: it checks availability in your PMS and completes the booking on the spot,

no callback required.

Urgency triage: if a patient describes acute pain, swelling or trauma, the agent escalates

immediately with clear guidance on after-hours emergency options and contacts.

Every enquiry captured: even if the patient is not ready to book, their details and intent are

recorded and handed to your front desk with context.

PMS sync: new bookings flow directly into Dental4Web, EXACT, Praktika or your preferred

system, no double-handling.
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A patient finds your practice on Google at 9:30 pm on a Wednesday. They start a chat, ask

about costs for a clean and check-up, get a clear answer, and book a Thursday morning slot.

Your front desk arrives the next day to a confirmed appointment already in the system.

WHAT GOOD LOOKS LIKE
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C H A P T E R  2  O F  6

No-shows and last-minute cancellations

Empty chairs are not a minor inconvenience

Every empty chair in your schedule is direct revenue loss. The time cannot be recovered. Staff

are paid regardless. And for a practitioner booked at $300 to $600 per hour, even two or three

no-shows per week adds up quickly.

7.4%
average no-show rate across dental

practices

Source: Planet DDS 2025

15.5%
advance cancellation rate on confirmed

appointments

Source: Planet DDS 2025

SMS reminders are well-documented as effective. Australian studies and vendor data

consistently show that a well-timed SMS reminder can reduce no-shows by 20 to 50%, with the

biggest gains from multi-touch sequences rather than a single reminder the day before.

How an AI agent fixes it

Staggered reminder sequences: automated messages at 72 hours, 24 hours and the

morning of the appointment, personalised with the patient's name and appointment details.

One-tap confirm or reschedule: patients confirm with a reply, or reschedule through a link

without calling the practice.

Automatic waitlist backfill: when a cancellation comes in, the agent immediately contacts

the next patient on the waitlist and offers the slot, filling the chair without any manual work

from your team.

Flexible channels: SMS, email or both, depending on patient preference recorded in your PMS.

Late cancellation tracking: patterns flagged to your team so repeat late cancellers can be

handled with a deposit policy or manual outreach.
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THE WAITLIST BACKFILL EFFECT

Most practices have a waiting list of patients who want to come in sooner. Without an

automated system, a 9 am cancellation at 8 pm the night before means a phone call at

8 am to a list of people who may or may not answer. With an agent doing this

automatically, the slot fills while you sleep.

A patient cancels on Tuesday evening via SMS reply. By Wednesday morning, the slot is

filled by a waitlisted patient who confirmed at 11 pm. Net impact on Tuesday's schedule:

zero.

WHAT GOOD LOOKS LIKE
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C H A P T E R  3  O F  6

Recall and reactivation

The patients who quietly drifted away

Recall is the backbone of a healthy practice. Regular check-up and hygiene appointments keep

patients healthy, keep the schedule full, and create the relationship that leads to further

treatment. The problem is that most practices are not as good at recall as they think they are.

55–65%
typical recall retention rate for dental

practices

Source: Cast Hub

15–35%
re-engagement rate from multi-touch

recall campaigns

Source: Cast Hub

That means between 35% and 45% of your existing patients are not returning for their

scheduled recall. Some have moved on genuinely. But a significant proportion simply did not

hear from you, got busy, or needed a gentle nudge that never came. A single recall contact is

rarely enough. Multi-touch sequences, those that reach out across several weeks through SMS

and email, consistently outperform single-reminder approaches.

How an AI agent fixes it

Automated overdue detection: the agent queries your PMS daily, identifies patients who are

30, 60 or 90 days past their scheduled recall date, and queues them for outreach.

Warm, personalised messages: not "you are overdue for a recall," but a natural, friendly

message that acknowledges it has been a while and makes it easy to book.

One-tap rebooking: a direct link to available slots so the patient can book in under 30

seconds.

Snooze and opt-out: patients can snooze for a month or opt out, keeping your

communications compliant and respectful of preferences.

Multi-touch sequences: if the first message gets no response, a follow-up goes out at a

different time on a different channel, without your front desk having to manage a spreadsheet.
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THE LAPSED PATIENT CALCULATION

If your practice has 1,500 active patients and recall retention is 60%, roughly 600

patients are overdue. Re-engaging even 15% of them (90 patients) at an average

recall value of $233 (ADA dental fees data) represents around $21,000 in recovered

revenue, before any further treatment they may accept.

Every Monday, your agent has already identified overdue patients, sent warm recall

messages to 40 of them, and has three new bookings in the system. Your front desk sees a

report rather than a to-do list.

WHAT GOOD LOOKS LIKE
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C H A P T E R  4  O F  6

Treatment plan acceptance

The treatment plan that walked out the door

A patient sits in the chair, receives a thorough examination, and is presented with a treatment

plan. The dentist explains it clearly. The patient says "I'll think about it." In many cases, they

never come back for that treatment. It is not necessarily that they don't want the care: it is

that, between the chair and the car park, the cost felt unclear, the payment options were not

discussed, or the anxiety about the procedure quietly took over.

COST IS THE PRIMARY BARRIER

Research by mConsent found that cost is the number one stated reason patients

decline or delay treatment plans. This is often less about absolute affordability and

more about uncertainty. Patients who don't understand what their health fund will

cover, or what payment options exist, default to "no" or "later."

How an AI agent fixes it

Plain-language follow-up: after the appointment, the agent sends a message summarising

the recommended treatment in clear, jargon-free language, with no pressure to act

immediately.

Transparent cost and gap estimates: based on the patient's health fund (via HICAPS data),

the agent can provide an indicative out-of-pocket estimate so the patient knows what to expect.

Payment options surfaced proactively: if your practice offers Afterpay, Zip, or an in-house

payment plan, the agent mentions it in the right context, not buried in a PDF.

Easy booking link: a direct "ready to go ahead?" link in the follow-up message reduces the

friction of calling back to book.

Clinical questions routed to the dentist: any question that requires clinical judgement is

flagged immediately to the treating practitioner, never answered by the agent.

FriendlyBots · friendlybots.com.au · AI agents for Australian dental practices 11



A NOTE ON CLINICAL BOUNDARIES

The agent can explain what a crown or implant involves in general terms, describe the

typical process, and help a patient understand their cost position. It will not advise

whether a patient needs the treatment, modify a treatment plan, or substitute for a

conversation with the dentist. That line is hardwired, not a setting you can accidentally

turn off.

A patient who left undecided on a $1,800 crown gets a follow-up the next morning: a clear

summary, their estimated gap of $420, a note about Afterpay, and a booking link. They

book within 48 hours.

WHAT GOOD LOOKS LIKE
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C H A P T E R  5  O F  6

Front-desk overload and staffing pressure

Your front desk is doing work a machine could handle

Dental receptionist and practice manager roles are genuinely skilled. Managing a complex

schedule, handling anxious patients, navigating insurance disputes, coordinating clinical staff:

these require human skill, empathy and judgement. What they should not require is answering

the same seven questions fifty times a day.

3 in 4
dental practices unable to operate at full

capacity due to staffing shortages

Source: BDO / Gorilla Jobs 2025

Rising
front-desk burnout and turnover rates in

Australian healthcare settings

Source: BDO / Gorilla Jobs 2025

The staffing crisis in Australian dental practices is real. Recruiting and retaining good front-desk

staff is harder and more expensive than it was three years ago. Burning out the staff you have

by routing every enquiry, every reminder and every FAQ through them makes the problem

worse. An AI agent does not replace your receptionist. It removes the tasks that are eating her

day.

How an AI agent fixes it

FAQ deflection: hours, parking, payment options, HICAPS, fees, what to bring to a first

appointment, how to find the practice. All answered instantly, without ringing the front desk.

Intent classification: the agent determines whether an enquiry is a booking request, a billing

query, a clinical question, or an emergency, and routes it to the right place with context.

Booking and rescheduling handled end-to-end: routine appointment management

happens without front-desk involvement, freeing staff for conversations that genuinely need

them.

Clean hand-off with context: when the agent does escalate to a human, it passes the full

conversation history so the receptionist does not have to ask the patient to repeat themselves.

Reduced inbound call volume: practices typically see a meaningful reduction in routine call

traffic within the first few weeks of deployment.
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THE REAL RETURN ON INVESTMENT HERE

The gain is not just efficiency. It is staff retention and morale. When your front desk is

spending their day on the genuinely interesting and important parts of the role, rather

than the repetitive queue, they stay longer and work better. That alone has significant

value in the current hiring environment.

Your receptionist arrives Monday morning to a schedule already confirmed, three waitlist

fills already actioned, and an inbox clear of routine enquiries. She spends the day on patient

relationships and complex cases.

WHAT GOOD LOOKS LIKE
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C H A P T E R  6  O F  6

Dental anxiety

Fear is quietly keeping patients away

Australian research suggests around one in six adults (about 16%) experience dental fear

significant enough to affect whether and when they seek care, and almost one in three adults

with high dental fear has not seen a dentist in 10 or more years (Armfield, University of

Adelaide ARCPOH). For many of these patients, the barrier is not cost or convenience: it is the

gap between knowing they should go and actually picking up the phone. Once at the booking

stage, a cold or perfunctory experience can tip an anxious patient back into avoidance.

Anxiety also affects patients who are already in your system. A patient recommended for a

filling or extraction will sometimes delay indefinitely, not because they don't trust their dentist,

but because they cannot quite bring themselves to make the call. That avoidance has clinical

consequences, and it costs the practice the appointment.

THE FIRST CONTACT MATTERS MORE THAN YOU THINK

For an anxious patient, the tone of the first message or conversation is

disproportionately important. A warm, patient, non-judgmental response at 10 pm can

do more to secure that booking than a perfectly worded website.

How an AI agent helps

Validates the feeling: the agent is designed to acknowledge dental anxiety with warmth, not

dismiss it or rush to booking. Patients who feel heard are more likely to continue the

conversation.

Explains what to expect: clear, factual descriptions of what a first appointment or specific

procedure involves, in plain language, reduce the fear of the unknown that drives avoidance.

Covers comfort and sedation options: if your practice offers happy gas, oral sedation or

other comfort options, the agent surfaces this proactively for patients who indicate anxiety.

No judgement, no rush: an AI agent does not have a packed schedule to manage. It can take

the time a nervous patient needs without pressure.
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WHAT THE AGENT DOES NOT DO

It does not provide therapeutic advice, manage psychological conditions, or replace

the clinical team's approach to patient care. Its role is to lower the front-of-house

barrier enough that the patient actually walks through the door. The rest is your team's

expertise.

An anxious patient who has not been to a dentist in four years sends a message at 9 pm.

The agent responds warmly, explains the gentle-touch approach your practice takes,

describes what the first visit involves, and offers a booking. The patient books. The dentist's

notes show the patient disclosed anxiety at booking stage.

Briefs the clinician: if a patient has disclosed anxiety during the booking conversation, that

context is passed to the treating dentist before the appointment so the clinical team is

prepared.

WHAT GOOD LOOKS LIKE
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B U Y E R ' S  C H E C K L I S T

How to choose an AI agent partner

Not all AI agents are built the same, and not all vendors understand the dental context. Before

you commit to any platform, run through these questions. A credible partner will have clear,

specific answers to all of them.

Does it integrate with your PMS?

Ask specifically about Dental4Web, EXACT, Praktika or whichever system you use. "Integration" can mean

anything from a live two-way sync to a manual export. Know which you are getting.

How does the human hand-off work?

When does the agent escalate, how does it notify your team, and what context does it pass? Test this

scenario before you sign.

Where is patient data stored?

Data must be hosted in Australia or in a jurisdiction with equivalent protections under the Privacy Act

1988 and the Australian Privacy Principles. Ask for the data processing agreement in writing.

Is it AHPRA-aware?

The agent must not provide clinical advice, make diagnoses, or present information that could be

construed as a clinical recommendation. Ask how this is enforced at the technical level.

Can it handle HICAPS and health fund queries?

Australian patients expect to be able to ask about their health fund coverage. If the agent cannot answer

these questions or route them appropriately, it will frustrate patients rather than help them.

What reporting do you get?

You should be able to see bookings made, recalls actioned, no-shows prevented, enquiries handled and

escalations triggered. If a vendor cannot show you clear performance data, be cautious.

Who owns the patient data?

The answer must be: you do. Check the contract for any clauses that grant the vendor rights to use your

patient data for training, benchmarking or any other purpose.

What happens in an emergency triage?

If a patient describes acute pain, facial swelling, or trauma, what exactly does the agent do? Walk through

this scenario explicitly with any vendor you evaluate.

FriendlyBots · friendlybots.com.au · AI agents for Australian dental practices 17



What is the setup timeline and what is required from your team?

A realistic setup takes two to four weeks for a basic configuration. Be wary of vendors who promise same-

day deployment without understanding your setup.

Is there a trial or pilot option?

A confident vendor will offer a structured pilot with measurable outcomes before a long-term

commitment. If the only path forward is a 12-month contract, ask why.
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I M P L E M E N TAT I O N

A simple 30-day rollout

One of the biggest concerns we hear from practice owners is that any new technology will be

disruptive to implement. A well-structured rollout does not have to be. Here is a realistic four-

week plan that gets you to a working, live agent without disrupting your schedule or

overwhelming your team.

Week 1Discovery & Connect

Foundation work

Discovery call to map your current setup: PMS type and

version, booking workflows, FAQ topics, health fund

arrangements and any specific scripts your team uses. Secure

PMS integration is established and tested in a staging

environment. Data processing agreement signed, hosting

confirmed as Australian.

Week 2Booking & Reminders

Core functions live

Online booking via the agent goes live. Reminder sequences

for existing appointments are configured and tested: 72-hour,

24-hour and same-day messages. Confirmation and

reschedule flows tested end-to-end. Your team is briefed on

what the agent handles and how hand-off works. A test

patient is run through the full journey.

Week 3Recall & FAQ

Expanding capability

Recall detection activated: agent begins identifying overdue patients

and sending the first wave of re-engagement messages. FAQ library

configured with your specific fee schedule, hours, parking, HICAPS

arrangements and common questions. After-hours and weekend

coverage tested. Escalation paths for anxiety and emergency

scenarios verified.

Week 4Measure & Expand

Review and optimise

First reporting review: bookings made, reminders sent, recall

responses, escalations triggered. Any gaps in FAQ coverage

identified and filled. Conversation transcripts reviewed to

improve tone and accuracy. Waitlist backfill activated. Treatment

follow-up messaging configured if appropriate. Plan for months

two and three agreed.
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WHAT YOU NEED TO PROVIDE

Primarily: access to your PMS for integration, your current FAQ content or a willingness

to review a draft, one or two hours across the four weeks for review calls, and a

nominated staff member to be the internal point of contact. The heavy lifting is on the

vendor's side.
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I L L U S T R AT I V E  N U M B E R S

What it could be worth

THESE ARE ILLUSTRATIVE FIGURES ONLY

The numbers below use published averages and are intended to show the order of

magnitude of the opportunity, not to predict your specific results. Every practice is

different: your fees, schedule density, patient base and health fund mix will all affect

actual outcomes. Treat this as a thinking tool, not a forecast.

The ADA Dental Fees Survey puts the average fee for an adult check-up and clean (items 011,

114, 121) at around $233 nationally, with significant variation by state and practice type. We

use this as a conservative benchmark.

Scenario Assumption
Annual value

(illustrative)

After-hours

bookings captured

3 new bookings per week that would

otherwise have been missed. Avg first-visit

value $280.

$43,680

No-shows reduced 2 fewer no-shows per week recovered via

waitlist backfill. Avg appointment value

$320.

$33,280

Recall

reactivations

5 lapsed patients per week rebooked via

recall campaign. Avg recall value $233.

$60,580

Treatment plan

conversions

1 additional treatment plan accepted per

week. Avg value $800 (conservative).

$41,600

Illustrative total Based on assumptions above, one

mid-size practice, 48 working weeks.

$179,140

These are not guaranteed outcomes. A larger practice with higher fees will see larger numbers.

A smaller practice with a tighter schedule will see less. The point is that the underlying levers

are real, and the cost of a well-built AI agent is typically a small fraction of the value it can

recover.
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THE COST YOU ARE ALREADY PAYING

There is also a useful way to think about this in reverse. If your practice sees 50

patients per week and has a 7% no-show rate, that is 3.5 missed appointments per

week. At $320 average, that is over $58,000 per year in chairs that were empty. You are

already paying for the problem. The question is whether you act on it.
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See it built around your
practice.

hello@friendlybots.com.au

FriendlyBots

We build AI agents specifically for Australian dental

practices. No off-the-shelf chatbots, no generic templates.

We start with your PMS, your workflows, your patients.

If any of the six problems in this guide sound familiar, we

would like to show you what an agent looks like in your

context. No commitment, no pressure.

Email us to book a free 30-minute walkthrough. We will show you a live

demo and walk through what the first 30 days would look like for your

practice.

friendlybots.com.au

S O U R C E S  R E F E R E N C E D  I N  T H I S  G U I D E

LocaliQ (missed call and callback

statistics)

Planet DDS 2025 (no-show and

cancellation rates)

Cast Hub (recall retention and re-

engagement rates)

mConsent (treatment acceptance and

cost barriers)

BDO Health (dental practice staffing

capacity)

Gorilla Jobs 2025 (dental staffing and

burnout)

ADA Dental Fees Survey (average fee

benchmarks)

Australian Dental Association (industry

context)

Privacy Act 1988 (Cth) / Australian Privacy

Principles

AHPRA (professional obligations

framework)
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All financial figures are illustrative and based on published industry averages. They are not a

guarantee of outcomes for any individual practice. FriendlyBots recommends consulting with a

qualified practice management adviser before making investment decisions based on projected

returns. Clinical decisions remain the sole responsibility of registered dental practitioners. 
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