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is surname really is Bray. So please discount the
rumors that Robert J. Bray, DDS, MS, started
life with a different last name and only invent-
ed this one for the sake of clever wordplay. The
fact that he can call his practice “Brayces” is
pure happenstance.

But what is not happenstance are the good fortunes en-
joved by his practice, which he co-owns with colleague
E. Gregg Pfund, DDS, MSD, and operates from a quartet of
offices in the South Shore region of New Jersey. Bray says, “I
attribute our success to the fact that this practice operates
with more than one set of eyes on the patient and to the fact
that we have in place many efficiency-promoting systems.”

Of these systems, few may be more important than
Bray’s approach to the handling of patient visits.

One Staff Member for Every Patient

“We use a patient-manager system,” he says. “This en-
sures that the focus is on patient care and that there will be
someone in the office accountable for making sure that this
happens. What we do is assign one staff member to follow a
family through treatment, from beginning to end. This en-
sures consistency, because sometimes the patient might be
seen by me and sometimes by Dr Pfund.”
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Normally, the two orthodontists do not alternate at
chairside from one visit to the next. “If the patient needs to
come in exclusively on Thursdays, then he or she will be
seen by Dr Pfund because Thursday is not one of the days
I'm in the office,” Bray explains. “If, instead, the patient
comes only on Wednesdays, then he or she will be seen by
me. But if the patient sometimes comes on Wednesdays
and sometimes on Thursdays because that’s what’s conven-
ient for the patient, then, yes, there will be times when he
or she is seen by me and other times by Dr Pfund. The pa-
tient manager provides the continuity because the patient
will always be seen by that same manager, no matter what
day it is”

In Bray’s practice, there are four patient managers.
These are not the same as clinical assistants, of which
there also are four.

The Team Approach

Bray’s partnership with Pfund has its origins in advice
offered to Bray by his mentor, Robert W. Baker, St, DDS. “Dr
Baker believed orthodontists who team up make practice
better all the way around,” he says. “For instance, the doctor
who works with a partner has someone who can cover for
him when he has to be out of the office, and vice versa. Also,
it helps with professional development. There’s just some-
thing about working alongside another doctor that encour-
ages you to learn more, to train more, to grow more. And,
of course, there is the advantage of having that extra pair of
highly skilled hands to make sure that every patient receives
the best possible care”

PRACTICE PROFILE

Name: Brayces

Location: Somers Point, NJ; Absecon, NJ;
Marmora, NJ; Wildwood, NJ

Owner: Robert J. Bray, DDS, MS, and
E. Gregg Pfund, DDS, MSD

Specialty: Orthodontics

Years in practice: 30

Patients per day: 15-20

Starts per year: 110

Days worked per week: Bray, 3; Pfund, 3

Office square footage: 1,000-2,000




Bray and Pfund began their part-
nership in 1982, about 5 years after
Brayces debuted in the city of
Absecon. He added a second office a
short time later in the nearby commu-
nity of Somers Point. “Like myself, Dr
Pfund had a young practice [in near-
by Marmora], and we were both
members of the local dental society,
which is where we became acquaint-
ed,” Bray recalls, divulging that the
two found they had many things in
common, including philosophies
about practice. “It struck me that Dr
Pfund and I could make a really good
practice team. [ suggested it to him, he
thought it was a great idea, and we
took the necessary steps to combine
his office with my two.”

Newly united, the doctors
quickly moved to establish an addi-
tional site, this one in Wildwood.
“We felt this would add to our pa-
tients’ convenience and give them
greater flexibility in choosing an
office,” says Bray, who notes the
presence in Wildwood also drew
many new patients that Brayces
would not otherwise have attracted
because it previously was too far
away.

Philadelphia-bred Bray first
fell in love with the South Jersey
Shore area as a boy. “My family va-
cationed here every summer,” he
says. “We'd stay on the island of
Brigantine. It was nonstop sailing,
swimming, anything to do with fun
in the water.” However, Bray was
not the only one who loved the
area: Scores of high-rolling in-
vestors found themselves gravitating
to the South Jersey Shore’s biggest
town, Atlantic City, where plans were
afoot to build a number of luxury re-
sort casinos. The ensuing construction
boom brought many young families to
the South Jersey Shore as permanent,
year-round residents. Many of them
became Brayces patients.

The Learning Never Stops
Brayces is open from 8 AM to 5 PM,
Monday through Friday; the office
also sees patients one Saturday each
month, from 8 am to 2 pMm. Bray’s
schedule rotates him through the four
offices 3 days per week. The other

good the plan and the notes, there was always some information that could

consistently manage each patient. “Let’s say a family expresses a certain need
or desire,” Bray illustrates. “If you work all the time with that family, you'll
know what those needs and wishes are and you'll know what you need to do

That’s when it occurred to me that we could remedy this by assigning a staff

Managing the Patient Manager

t was almost 2 decades ago that Robert J. Bray, DDS, MS, hit on the idea
of his patient-manager system.
“There was a certain level of accountability that was missing in this of-
fice,” he confesses. “For example, there would be the treatment plan plus
notes on the treatment card for each doctor to follow, but no matter how

not be conveyed adequately on a chart or a form.”
Thus, it made good sense to assign a staff member to consecutively and

to satisfy or address those. But if youre not consistently working with the
family, it’s harder to know what needs to be done. That was the position Dr
Pfund and I were in. We were not working with each family all the time.

member to be the consistent presence in the treatment of those families. This
added a new dimension to our ability to take care of patients and families.”

The system also improved staff satisfaction. Bray says, “The manager
feels rewarded by being the primary person responsible for working with

the family, for making the appoint-
ments, for knowing everything
about the family’s needs, school
schedules, and so on. As a result, the
managers develop strong bonds with
the patients and the families.
Sometimes the managers receive a
bouquet of flowers or other inex-
pensive gift as a token of thanks
from the families at the end of treat-
ment—that’s how strong the con-
nection between them becomes.
That’s a very positive thing for a
practice.” —RS

2 days are devoted to, among other
things, duties as a part-time orthodon-
tics instructor at Temple University in
Philadelphia and also as a visiting pro-
fessor at the University of Rochester,
Eastman Dental Center (the same New
York school that conferred upon him a
certificate in orthodontics in 1975, fol-
lowing his 1973 graduation from den-
tal school at the University of
Maryland in Baltimore).

Speaking of school, Bray’s origi-
nal plan was to become a full-time ac-
ademic. He changed his mind about
that in 1977 after completing a tour
of duty as an Air Force orthodontist
and then envisioning what life might

hold for him in a university setting.
“I realized I could make a bigger im-
pact in the world as a private-practice
orthodontist,” he says. “At that time,
there were not the opportunities we
have today for full-time academics to
complement their teaching work with
some form of private practice.”

And still on the subject of aca-
demics, Bray served as president of
the board of education in Brigantine
(where his own two children attended
schools) for more than a decade.
Bray’s time on that board inspired
him to start a schools-support pro-
gram called Brayces Academy. “It
seemed to me that one way to en-
courage the development of stronger
students was by offering them tips
and hints for gaining good study
habits,” he says. “I felt that what stu-
dents lacked was knowledge of how to
get the most out of their time in
school, how to make the most of their
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