QUAN TRI TAI CHiNH NHA
KHOA HIEN DAl

TU doanh thu dén Igi nhuan bén viing — Chia khéa téi uu

hoa dong tién va quan tri rui ro.
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Vi SAO DOANH THU CAO NHUWNG KHONG THAY TIEN?

QUAN TRI TAI CHINH NHA KHOA HIEN PAI

5 NGUYEN NHAN COT LOI

f .
NGHICH LY PHO BIEN B 3
Nhiéu phong kham cé doanh thu hang ] )
) . Cong nQ’ an TrOn lan chi phi
thang tu . ‘ o .
Tién thu vé nhung chua tra ng vat tu, Labo hoac Chi phi ca nhan/gia dinh trén lan véi dong tién van
N luong nhan vién. hanh phong kham.
500 -800 Trieu
nhung cudi thang tai khodn gan nhu tréng Q s
rong. -
\_ ) Thiéu Cash Flow DAu tw sai cach
Chi theo d6i doanh thu (Sales) ma khong theo doi Dung tién van hanh mua thiét bi I6n ma khéng tinh
dong tién thuc té. toan khau hao.

DOANH Tr;lg LOI I\FHUAN DONG TIEN

O Khong c6 quy dw phong
Hut tién ngay lap tuc khi phat sinh chi phi bat thudng hodc rui ro van hanh.

"Thdng vira rbi phong khdm ban thu bao nhiéu? Con lai bao nhiéu?"
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3 TRU cOT: DAU TU — THU CHI - KPI

QUAN TRI TAI CHINH NHA KHOA HIEN PAI

@
TRU cOT 1: PAU TU
Cau truc vén téi uu
Quan ly khau hao
QuY tai dau tu dinh ky

Chi s6 ROI (Hoan vén)

Phong kham Rang Ham Mat can su can bang gilta 3 tru cot nay. Thiéu bat ky tru cot nao sé dan dén su mat

o]

TRU COT 2: THU CHI

(
Doanh thu theo nhom

Kiém soat chi phi %
Quan tri dong tién

T6i uu hda COGS

\

can doi va thiéu bén vitng trong van hanh.

S

TRU COT 3: KPI

10 chi s6 tai chinh cot 16i

Bao cao P&L hang thang

[ HIS Dashboard théng minh
[ Theo déi hiéu suat nhan su



PHONG KHAM LA MOTDON VIPAU TU Y TE

QUAN TRI| TAI CHINH NHA KHOA HIEN PAI

B8 3 Vai tro cla Chl phong kham

. N . A
Nhgx:léu Ngugai diéu Chuyéngiay
tu hanh té

Chu phong kham Ia nha ddu tu, khéng chi la thdy thuéc.

Can cu Luat KCB 2023

@ piédu 110: Tu quyét gia dich vu (niém yét cong khai).
v/ Tu duy dau tu: Von > Nang luc kham chita - Doanh thu - Lgi nhuan - Tai
dau tu.

®% Hoan vén cham (18-30 thang) nhung bién Igi nhuan cao néu quan ly ding.

L @ Co s3 vat chat 13 tai san dau tu tao ra gia tri y té bén viing.



cAuU TRUC VON BAN DAU

QUAN TRI TAI CHINH NHA KHOA HIEN PAI

Vidu (4 Phan b8 vén dé xuat

Hang muc dau tu

ty)

Thiét bi y t&, VAt tu 35-40% 1,4-1,6 ti Market. ‘
— 0%

Du phong

. . 800 triéu-1
Noi that & Cai tao 20-25% .
ti
V6...
. ~ (6 20% . X i
Von luu dong Al LAM PHO BIEN
20-25% 800 triéu-11ti A SAILAMPHOBIEN
thang) D6c 80% von vao thiét bi va ndi that
ma quén mat Vén Iuu dong. Diéu
Marketing khai 200-320 N Y S At A
5-8% - L glsgt;/;hat nay dan dén tinh trang can kiét dong
truong trieu tién ngay trong nhiing thang dau
® Thiétbjyté @ Noithdt @ Vonluuddéng @ Marketing van hanh.
‘ ) ‘ . 200-280 Phéply @ Dy phong 7,;7Ngh{djnh796/2023/N£):CP:Ca-sdvét
Du phong bat ngd 5-7% R chdt phai dat chudn, ddc biét nhiém

khudn téi thiéu trudc khi dugc cdp
phép hoat ddng.



CASH RUNWAY 6 THANG

QUAN TRI TAI CHINH NHA KHOA HIEN PAI

B Khainiém & Cong thirc Tai sao phai 13 6 thang?
S6 thang phong kham co thé tén tai néu doanh thu bang 0. Pay la chi ® 4-6thang: Thdi gian trung binh dé dat diém hoa vén (Break-even
s6 "slic bén" tai chinh quan trong nhat. point).
geeEEE T S  *2thang ruiro: DU phong cho bién déng thij trudng, dich bénh, th&i
i Cash Runway = Tién mat / Chi phi c6 dinh E gian tham dinh kéo dai, phap Iy nhan sy
N e ; ¥ Giup chu phong kham binh tinh dua ra cac quyét dinh chién lugc

thay vi "chlra chay".
Vi DU MINH HOA

Chi phi 150tr/thang — Dw phong t6i thiéu 900 triéu

2 Lién hé Phap ly

A canh bdo "Bay tai chinh”

© Rut Cash Runway dé chi tiéu cd nhan hodc dau tu dan trai. .
i . Thiéu thanh khoan, bac si nghi phai bao ca quan chu quan trong vong

© Can kiét tién mat vao thang thu 3-4 do khong du phong diém hoa . . R R

. 5 ngay dan dén dung hoat déng do khéng du cc sé phap ly

von.

© Hut tién khi co sy co phap ly hodc mat nhan su chi chot. "Thanh khodn Id mach mdu, Cash Runway Ia binh oxy ctia phong khdm."



PAU TU SINH LO'I VS DAU TU HINH ANH

QUAN TRI TAI CHINH NHA KHOA HIEN PAI

DAU TU SINH LO DAU TU HINH ANH
Vi DU DIEN HINH Vi DU DIEN HINH
b g ’ . A A oA . A I!l N x ~ ’ R \ ’ A ~A \ \
May chup CBCT, mdy scan trong miéng, ghé diéu tri cao cap. Quay lé tan da cam thach, déen trang tri, ndi that phong chd xa
A hoa.
TAC DONG DOANH THU
MG réng danh muc dich vu, ndng cao chat lugng chan doan & o TAC DONG DOANH THU
diéu tri. Tao an tugng thuang hiéu ban dau, khéng tao doanh thu truc
o CHi SO ROI tiep.
Thai gian hoan vén ré rang (thudng ti 12 - 18 thang). P) CHi SO RO
Rat kho do ludng chinh xac hiéu qua sinh 18i trén dong vén.
{ NGUYEN TAC: U'U TIEN HANG DAU } { NGUYEN TAc: GIO1 HAN < 10% VON }

BAI KIEM TRA QUYET PINH
M Tru6c méi khoan ddu tu > 100 triéu, hdy tu hoi: "Khodn déu tu nay sé mang vé doanh thu cu thé nhu thé nao trong 12 thdng tdi?"

,_______
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KHAU HAO VA QuY TAI DAU TU

QUAN TRI TAI CHINH NHA KHOA HIEN PAI

& Thigian khau hao & Nguyén tac quy tai dau tw

@ Thiét biy té: Khau hao tif 5 - 10 nam tuy loai tai san ¢6 dinh. @ Trich 30 - 50% gia tri khau hao hang thang vao mét tai khoan tiét
v Noi that & Cai tao: Khau hao nhanh hon, thudng ti 3 - 5 nam. kiem rieng biet.
© Dam bao nguodn von thay thé thiét bi sau 5 - 10 nam ma khéng can

vay hgan hang.

\/x Cdng thipc trich lap
B Viduthwcté

ST
May tri gia 800 triéu VND, khau hao 10 nam: Gia tri thiét bj + SO thang str dung
80 triéu/ndm = 6.7 triéu/thang chi phi khau hao.

A Sailam: Khéng tinh khdu hao dén dén "Lgi nhudn do" va hut vén khi

cdn thay thiét bi.



DIEM HOA VON (BREAK-EVEN POINT)

QUAN TRI TAI CHINH NHA KHOA HIEN PAI

B Ccéng thipc cot 15i

Diém hoa von (Doanh thu)

TOng chi phi co dinh + Bién LN gop (%)

o o e e e o e e e e e e e e e e e e e e e e e e e e e e e e e e e e e e e e

() Chi phi ¢ dinh (Fixed Costs): La khodn dii c6 khach hay khéng van phai
trd, vi du: tién thué nha, lwong cb dinh, khdu hao may maéc, phan mém, dién

nwoc tdi thiéu, marketing nén
& Bién Igi nhuan godp (GP Margin): Ty I& phan tr&m con lai sau khi triy

gia von truc tiép (Vat tw + Labo)= Gia ban trung binh (Doanh thu TB 1
ca diéu tri) trr chi phi bién dbi trung binh (Chi phi phat sinh cho ca diéu
tri d6 bao gdm chi phi phat sinh theo tirng khach, vi du: vat tw, labo,

thudc, hoa hong, chi phi bac si theo ca, phi thanh toan)
@ Y nghia: Biét chinh xac ngudng doanh thu téi thiéu dé phong kham

khéng bi "am" tién tui cta chu sé hiiu.

o mm mm mm mm o mm oo

Fo Vidu minh hoa thuc té

Chi phi c6 dinh thang 150.000.000 VND
Mat bang (30tr) + Nhan su (80tr) + VVan hanh (40tr)

Bién Igi nhuan gdp (Sau vat tu/lab..) = Danh thu trif gia vén chia doanh thu
60%

Doanh thu hoa vén can dat

Jd DuGi 250 triéu: Phong kham dang 16
<> 250 - 350 triéu: Hoa von & tich lily nho

T Trén 350 triéu: Bat dau c6 Igi nhuan thuc

@ Can theo déi lai méi khi chi phi cé dinh (luong, mdt bdng) thay déi I6n.



DOANH THU KHONG CHi LA TONG TIEN THU

QUAN TRI TAI CHINH NHA KHOA HIEN PAI

~ N ™
~ A % . s ,
B  Doanh thu gop (Gross) &, Doanh thu thuan (Net) /7 Quy dinh Phap ly
Téng gia tri cac dich vu ghi nhan trén Phan con lai sau khi da trif chiét khau, V4 Bat budc xuat hoa dan dién tf dung thai diem ket
hé théng trudc khi trif cac khoan chiét voucher, hoan tra dich vu va cac thic dich vu hoac khi nhan tién.
khéu, giam gia hoac hoan tién cho khoan thanh toan tit bao hiém bén thi S o :
) . Quan ly minh bach: Phéan biét r6 doanh thu dé
khach hang. ba. ® o .
tranh nham lan gitra "tién khach dat trugc" va "lgi
nhuan thuc".
~ ™~ ~ R
o Luu y: Nha khoa chinh nha/implant thudng thanh toan
] Doanh thu thuc thu @9  Doanh thu thwc hién , ‘
. theo dgt. Néu chi nhin vao "tién thu dugc" ma hach todn
S6 tién thuc té da vao tai khoan ngan Gia tri cac thu thuat y khoa da hoan . lgi nhudn ngay sé d@n dén rui ro hut tién khi thuc hién
hang hodc két sat. Pay 1a chi s6 quan thanh (Production). Quan trong déi véi th thudt & cdc giai doan sau. .
trong nhat dé danh gia Dong tién. cac ca diéu trj dai han nhu Chinh nha, @ J

Implant.



PHAN NHOM DICH VU NHA KHOA

QUAN TRI| TAI CHINH NHA KHOA HIEN DAI

n Nén tang (Bread & Butter)

@ Tram rang, nho rang thudng
 Cao véirang, danh bong

Rang tré em

BIEN LGI NHUAN
60-70%

Dich vu cao cap (Premium)

Cay ghép Implant, All-on-4/6
4« Chinh nha (Mé&c cai, Invisalign)

¥a Mat dan su Veneer

BIEN LGI NHUAN
45-55%

TAN SUAT
Rat Cao

TAN

UAT
T éAp

a Dich vu trong tam (Core)

Diéu tri tay rang (N6i nha)
Je Phuc hinh s (Mao, cau rang)
Tiéu phau nhé rang khén

BIEN LGI NHUAN
55-65%

Phu tro’ (Support)

fa Kham sang loc, tu van chuyén sau
Chup phim CBCT 3D, Quanh chép
Lay dau ky thuat s6

BIEN LGI NHUAN
Free

@ Chién lugc tdi vu: St dung Dich vu nén tang dé tao Iuu lugng khach (Traffic). Tap trung Dich vu cao cap dé tao gia tri Igi nhuan tuyét doi I6n.



PHEU DOANH THU TU’ LEAD PEN DIEU TRI

QUAN TRI TAI CHINH NHA KHOA HIEN PAI

p
|22 Chi s6 sirc khée tai chinh
Conversion Rate (Kham - DT) = 30%
Leads (Tiém ning) 100% CPA (Chi phi/Bénh nhan) <20% DT
ROI Marketing Do ludng thuc té

Patlich hen 60-70%

Kham san - %
Q5 J 40-50% % Diém ro ri tién phé bién
loc

Ro ri tai tang Leads & Dat lich

~ .2 . Tu van vién phan héi cham, khéng cé quy trinh kich ban chét hen chuyén
Nhan diéutri 25-35%
nghiép.
Tai

Ro ri tai tang Kham & Chap nhan
L 15-20% Bac s chuy@n mén gioi nhung thiéu ky nang tu van phac dé hoac gia chua
kham niém yét rd.

RO ri tai tang Tai kham
Thiéu hé théng nhac lich tu ddng (HIS), bd quén tép khach hang cii c6 gia tri
cao.



Kiém soat COGS
QUAN TRI TAI CHINH NHA KHOA HIEN PAI

Ca cau Bién Igi nhuan gop muc tiéu A 3 diémrori COGS pho bién

» » Thiéu kiém soat kho: Gay hao hut, vat liéu hét han hodc mat mat khéng ré
nguyén nhan.

Gia Labo c6 dinh: Khéng dam phan lai chiét khau theo khéi lugng don hang I16n.

Lang phi vat liéu: Bac si dung vat liéu cao cap cho ca thudng ma khéng tinh
phu phi.

@ Vattutiéuhao @ PhilLabo @ Loinhuéngép

@ Giai phap t6i uu hoa

\
X Ap dung Dinh mic vat tu cho tiing thi thuat trén hé théng HIS.
Vattu tiéu hao va phi Labo Phi Bac si X Ty d6ng trir kho ngay khi xuét hda don dé theo déi tn kho thuc té.
15-18% 10%
¥ pam phan dinh ky véi Labo dua trén di liéu san lugng tu bao cao HIS.
Téng COGS Lgi nhuan gop

25-30% =70%



CHI PHi NHAN S 35-45%

CO CAU CHI PHi HOP LY VA TUAN THU PHAP LUAT THEO LUAT KCB 2023

@9 Nhém Chuyén Mén Trwec Tiép

& Bac sichinh & Cong tac 18 -22%
£ Phuts, biéu dudng 9-12%

€ Létan/TTV/QLPK/MKT 4-7%

8 Anninh, Lao céng 1-2%

@ Van Hanh & Phic Loii

© BHXH, BHYT (Phan doanh nghiép) 1.5-2%
& bDaotao 0,5-1%
% Phuc Igi & Thudng 2-3%

/7 Nghia Vu Phéap Ly

@ BHXH/BHYT/BHTN: Téng 32% ludng dong BHXH (NSDLD 21.5%,
NLD 10.5%).

Rui ro phap ly cao néu tra "ludng thuc tay" tron BHXH theo Luat
KCB 2023 va Nghi dinh 96.

o Chién Lwoc Toi Uu

/M0 hinh lugng: Ludng cd ban + Hoa héng (Commission) theo hiéu
suat thay vi luong cing 100%.



MARKETING KHOANG 8% VA CACH DO HIEU QUA

QUAN TRI TAI CHINH NHA KHOA HIEN PAI

% Phan bb ngan sich Marketing

8-12%
Phong kham 6n dinh
Kénh truyén théng
Google Ads + SEO
Facebook
TikTok Content
Referral (Gigi thiéu)

Video / Content Production

Zalo/ béao chi...

12 -15%
Phong kham mdi (6th dau)
Ty & dé xuat
20%
45%
5%
15%

10%

5%

@ 3 Chi s6 do lwdng bat budc

CPL (Cost Per Lead) CPA (Cost Per Acq.)

150k - 300k VND < 20% Giatrica

Chi phi dé c6 1khach hang dé lai théng Chi phi dé c6 1 bénh nhan thuc su diéu
tin. tri.

ROI Marketing (Return on Investment)

Doanh thu / Chi phi Marketing

Do ludng hiéu qua dau tu téng thé. Muc tiéu téi thiéu > 5 1an.

&la LUU Y TUAN THU PHAP LY
Marketing y té phai tuan thi Luat Quang cdo & quy dinh Bo Y té. Tuyét déi khéng su dung
cac tU nglr “nhat", "chac chdn 100%", hodc "cam két khoi bénh" trong ndi dung quang

céo.



MAT BANG 5-10%

TOI UU HOA CHI PHi CO BINH VA TUAN THU NGHI DINH 96/2023/ND-CP

[~ Ngudng An Toan (Benchmark) A 3 Piéu Khoan Vang Khi Dam Phan
(V] Thai han thué: T6i thiéu 5-10 nd3m dé khau hao chi phi cai tao m&t badng va 6n

5 — 15 % dinh tép khach hang.

Ty 1€ chi phi thué mat bang trén tong doanh thu i1 Bién do tang gia: Khéng ché muc tang téi da 10% méi 2-3 nam

A Neu>15%: Doanh thu dang qua thap hoac gia thue (] Quyén uu tién: Uu tién gia han hgp déng sau khi két thuc ky han thué dé bao vé

qua cao so Vai hang luc van hanh. gia tri thuong hiéu tai dia diém.

S Chiphiantyete (-2 )

Dién, nudc ¥ Phi dich vu & ® "Lua chon mdt bdng cdn uu tién traffic khdch hang hon Ia vé dep hinh thic thudn tdy."

Bao tri a8 Cai tao lai T



CHI PHi VAN HANH VA CHI PHi TUAN THU

QUAN TRI TAI CHINH NHA KHOA HIEN PAI

Téng chi phi Van hanh & Tuan tha (khdng bao gém
khau hao)

)
%, Chiphivan hanh 8ld  chi phi tuan thi 7 A)

@ chi phi khau hao (4%) © Kiém dinh thiét bi y t& dinh ky 0,1%

trén téng doanh thu

® VAT khéng dudc khau trir (2,3%)

U Duy tri hé thdng HIS & Hoa don dién
@ Tién dién, nudc, vé sinh hang ngay (1%) tr 0,2%

2 Yéu cau tif Nghi dinh 96/2023
® Van phong pham, vat dung hanh

© Cap nhat CME, gia han gidy phép PCCC,
chinh (0,5%)

XQ, Méi truéng 0,5% o N S a <
¢ Hé thdong theo doi & bao tri thiét bi y t& nghiém ngat
Cudc Internet, dién thoai (0,2%)

e Luu trit hé so bénh an (gidy/dién tu) t6i thiéu 10 ndm

e Quy trinh xU ly rac thai y té dat chuan mai trusng
Phi giao dich, 13i vay (1%)

Phi khéng thuGng xuyén, hanh chanh,

hap 1y (1%) i ,
P A Py B A ; A RUi ro vi pham: Phat-> Mat uy tin
Van chuyén/duy chuyén (0,2%) ;



VAT, HOA DON, TNCN, BHXH, BHYT

QUAN TRI TAI CHINH NHA KHOA HIEN PAI

7~ N B £
%  1.Thué GTGT (VAT) BB 2. Héa dorn dié S 3.Thué Thu nhap c nhan (TNCN)
4t budc theo Nghi dlnh 123/2020/ND -CP, Nghi
& ) . . ,
@® Dich vu KCB y t&: Khéng chiu thué (KCT) dinh 70/2025/ND-CP, Thong tu @® Nhan vién chinh thic: Biéu thué Iy tién 5

® Dich vy tham m){ thuan tay: Thué suat 10% @ RR&EAINGNgHEG cau hoa don: Tong hop béc (5%-35%)
Thué GTGT Vat tu mua vao: Khau tru theo ty XUt trong ngay. @ Bic si cong tac: Khau trit 10% tai ngudn (=
1€ doanh thu chiu thué/ tong doanh thu, phan @ Knhach yéu cau hoa don ngay trudc khi diéu otr/I4n)
con lai tinh vao chi phi. oA . . B . A " . Cs .
}\Wﬂéup taqqﬁyphhalnt]hxuug?ﬂéa dan sai thi di Phai quyét toan thué TNCN dinh ky hang nam
L

3 - 8 triéu dong/lan

©  4.BHXH/BHYT/BHTN

& Téng muc déng: 32% muc luong lam c&n cit dong BHXH
@® Ngusi st dung lao dong: 21.5%
® Ngusi lao dong: 10.5%



Lo'i nhudn va dong tién khac nhau thé nao?
QUAN TRI TAI CHINH NHA KHOA HIEN PAI

3 Tinh hudng thwc té tai Nha khoa
[~ Lo¥i nhuén (Profit)

Doanh thu - Chi phi 1. Cong ng khach hang (Receivables)in cao - TIEN THAP
Bénh nhan lam Implant/Chinh nha da thuc hién thu thuat nhung chua thanh toan da. Ghi

Thé hién hiéu qua kinh doanh trén sé sach bao cao két qua kinh X ‘
nhan doanh thu I6n nhung tién mat chua vé tui.

doanh (P&L). Cho biét phong kham cé "I&i" hay "16" sau khi trif cac

chi phi van hanh va khau hao.

2. Pau tu thiét bi & Khau haoin 6n - TIEN HUT
N Chi 800 triéu mua may CBCT ngay lap ttic (dong tién am 18n), nhung chi phi chi dugc ghi
u Dong tién (caSh FIOW) nhan chia nhé hang thang qua khau hao (Igi nhuan van duong).

Tién thu vao - Tién chira
Thé hién lugng tién mat thuc té luan chuyén qua tai khoan ngan 3. Tién dit coc (Prepayments) iy cao - Ln CHUA ¢
hang va két sat. Quyét dinh kha nang thanh toan Iudng, nha cung Bé&nh nhan déng trudc 100% goi chinh nha. Tién mét trong tUi rat nhiéu nhung chua dugc
cap va duy tri hoat déng hang ngay. ghi nhan 1a doanh thu/Igi nhuan cho dén khi thuc hién dich vu.

Bao céo P&L Cash Flow Statement Bang can déi ké toan

BAO CAO CAN XEM HANG THANG:

Biét 14i hay 16 Biét tién dang & dau Biét tai san va ng




QUAN LY CONG NO’ KHACH HANG
QUAN TRI TAI CHINH NHA KHOA HIEN DA

"Céng nd la tién cta phong khdm dang ndm trong tay ngudi khdc."

c Cdng no’ theo dobi
Bé&nh nhan dang trong qua trinh diéu tri (Chinh nha, Implant), chua dén
ky thanh toan tiép theo.

el N X

B Congnodénhan

D3 két thuc dgt diéu tri hodc dén ngay hen thanh toan nhung bénh nhan
chua tat toan chi phi.

A Congno kho doi
Qué 30 ngay sau khi hoan thanh dich vu, bénh nhan khéng phan hoi

hoac khéng thuc hién cam két.

0 Quy dinh tra cham cu thé

Quy dinh lich thanh toan cu thé trong diéu tri.

Q Nhéc ng tu dong qua HIS
Tu ddng nhac qua Zalo/SMS trudc 3 ngay, ngay ngay hen va sau 7

ngay tré han.

e Ngudng an toan tai chinh
Téng céng nd hién tai khdng dugc phép vuct qua 15% téng doanh thu
thang.

CHi sO sUC KHOE DONG TIEN o
TY LE THU TIEN (Collection Rate) 2 95%



Ky vong Ii nhu@n rong 20-25%, lam diing khoang 17%

QUAN TRI TAI CHINH NHA KHOA HIEN PAI

A Tai sao ¢6 "L¢i nhuan ao"?

Khoan muc chi phi % Doanh thu
@ BO qua chi phi khau hao thiét bj (thudng chiém 3-5%
Doanh thu thuan 100% doanh thu).
@ Chua dong BHXH/BHYT day du cho nhan su theo quy
COGS (Vat tu tiéu hao + Labo) -15% dinh mdi.
@ Knhong tinh cac chi phi tuan tha: Rac thai, CME, kiém dinh.
Lgi nhuan gop (Gross Profit) 85%
Chi phi nhan su (Luong + BHXH + CME) -35% )
© Gidtri ciia con 56 20% "sach"
Chi phi Marketing & Quang cao -8% ¥ Antoan phap ly: Khong rii ro truy thu thué va BHXH.
o ¥ Bén viing: C6 quy tai dau tu dé nang cap céng nghé lién
Mat bang -10%
tuc.
o R o ¥ M@ rdng: H6 so tai chinh minh bach gitp dé goi vén khi
Van hanh & Tuan thu phap ly -7% . )
can hoac sang nhugng....
Khau hao thiét bi & Thué TNDN -5%
LGOI NHUAN RONG THUC TE 20% @  20% Igi nhuan rong "sach" sé tang lén khi t6i uu

van hanh, MKT va mat bang.



ROI 18-30 THANG

PANH GIA THOI GIAN HOAN VON PAU TU THUC TE CHO CAC QUY MO PHONG KHAM NHA KHOA DUA TREN HIEU QUA QUAN TRI TAI CHIiNH.

B Cong thlrc Hoan vbn

Thdi gian hoan von = Von dau tu / Lgi nhuén rong thang.

|~ Yéu td then chdt dnh hwdng ROI

I Vitri m&t bang & Téc do tdng trudng bénh nhan

tri

Thai gian xin gidy phép

Ty & chuyén dbi (Conversion Rate) tit kham sang diéu

LN RONG

QUY MO PHONG KHAM vON PAU TV DOANH THU/THANG THO'I GIAN ROI

15-20%

NHO (1-2 ghé) 600-800 triéu  150-250 triéu 22,5-375 triéu  21-26 thang

TRUNG BINH (5 ghé) 4ty 800 trieu - 1,2 ty 120-180 trieu  16-27 thang

LON TU 8-12 ghé trg

61y 12r =2ty
lén, CBCT..) y ’ y

180-300 triéu  22-23 thang

@ Ghichu: Cac chi s6 trén dudc tinh dua trén kich ban quan tri t6i uu chi phi nhan su va vat tu. ROI
thuc té cé thé kéo dai néu ty 18 Igi nhuan rong thap han 10% do lang phi van hanh.



10 CHI sO TAI CHiINH cCHU PHONG KHAM PHAI XEM

QUAN TRI TAI CHINH NHA KHOA HIEN PAI

NGUONG

lv CcHiSOKPI B CONG THUC / BINH NGHIA 6
TOT

1 Doanh thu thuan Tong tién thu - Chiét khau - Hoan tién Tang = 5%/thang
2 Lgi nhuan gép Doanh thu - COGS (Vat tu, Labo) =70%
3 Lgi nhuan rong Loi nhuan sau tat ca chi phi & thué 215%
4 Chi phinhan su /DT (Luong + BHXH) + Doanh thu thuan <45%
5 Chi phi Marketing / DT Téng chi Marketing + Doanh thu thuan =10%
6 Ty Ié thu tién Tién thuc thu + Doanh thu ghi nhan =95%
7 Coéngng /DT Téng ng BN hién tai + DT thang =15%
8 Cash Runway Tién mat s&n c6 + Chi phi ¢6 dinh hang thang -
9 CPL (Cost per Lead) Chi Marketing + S6 lugng Leads mdi <1.000.000d
10 Conversion Rate S6 BN diéu tri + S6 BN dén kham =30%



HIS LA BANG DIEU KHIEN TAI CHiNH

QUAN TRI TAI CHINH NHA KHOA HIEN PAI

B Hoéa don dién tu tu dong
& HIS 13 gi? Xu&t héa don ngay khi két thlic thu thuat, tuan thu Théng tu 32/2025/TT-BTC.

Hé théng théng tin bénh vién (HIS) khéng chi 1a phan mém

quan ly lich hen, ma Ia trai tim sé cua phong kham, tich ° Quan ly cdng ng théng minh

hop toan dién di liéu Bénh nhan - Thu thut - Tai chinh - “e Theo dbi ng theo giai doan diéu tri (Implant, Chinh nha) & canh bao tu ddng.
Kho van.
- Kiém soat COGS (Kho vat tu)
ws Trit kho theo dinh muc thu thuat, canh bao tén kho va han st dung.
¢ Bao céo P&L & Dong tién
\J

Xem Igi nhuan theo bac si, dich vu hoac thdi gian thuc chi véi 1 click.

0 KPI Dashboard thgi gian thuc
Bang diéu khién truc quan cac chi s6 suc khde tai chinh cho chd phong kham.

© 2027: His 12 bt buse 68 luu trix hé so benh an dign tir va bao cdo dit ligu y & dinh ky.




DASHBOARD HIS CHO CHU PHONG KHAM

QUAN TRI TAI CHINH NHA KHOA HIEN PAI

> Doanh thu thang &  Ldinhuan rong (17%) & Leads mdi & Ty lé chuyén dbi
850.000.000d 144.500.000d 124 Leads 35.2%
~ +12% vs thang trudc v DPat muc tiéu — On dinh a +2.5%
o o/ o o/ o o/ o o/
Theo d6i Doanh thu & Ké hoach (6 thang) Cau tric Chi phi van hanh (%)
1,000
800 -----------------
.................... @ Nhan su (42%)
600  mEErcct"t"" @ Vattu & Lab (25%)
400 @ Marketing (10%)
200 @ Mat bang (8%)
Khac (15%)
0
T11 T12 T1 T2 T3 T4

- Thuct€ -{)- K& hoach

KIEM TRA SU’C KHOE 5 PHUT Dong tién thuc té Coéng ng dén han Kho vat tu (COGS) Lich hen ngay mai Tuan tha héa don




TACH TIEN CA NHAN VA TIEN PHONG KHAM

QUAN TRI TAI CHINH NHA KHOA HIEN DAl

A Ruiro khi "trén 1an" tai chinh

® Lginhuan ao: Khéng tinh ddng chi phi thuc té vi 1an 16n chi tiéu
gia dinh.

@ Ruiro phap Iy: Kho giai trinh véi cd quan Thué khi kiém tra hoa
daon, chung tu.

® Mat kha nang tai dau tu: Tién 13i bi "rut 16i" cho muc dich ca

nhan ma khéng hay biét.
Hé qua dai han:

Phong kham khéng thé md& réng quy mé hodc goi von vi thiéu bao céo tai

chinh minh bach (Audit-ready).

&Jé  Nguyén tac tach biét 100%

Tai khoan riéng biét: Moi dong tién cua phong kham phai di qua

&

tai khoan ngan hang cua doanh nghiép/hé kinh doanh.
{/ Chu phong kham nhan lueng: Tra luong ¢ dinh cho ban than
Vv3i tu cach 1a bac si diéu tri hodc ngudi quan ly.

Phan chia ¢6 tiic: Chi rut Igi nhuan sau khi da trich 1ap du cac

&

quy du phong va tai dau tu theo quy/nam.

@ L& khuyén

"Hay coi phong khdam & mét thuc thé déc Idp. Khi tui tién cia phong

kham khée manh, tui tién cd nhdn cua bdc si mdi cé thé bén viing."



QUY DU PHONG VA QUY TAI PAU TU

CACH THUC TRICH LAP VA QUAN TRI RUI RO BEN VUNG

a Quy Dw Phong

Quy Tai Pau Tw

Muc tiéu cot 16i:Ung pho rii ro khan cap, duy tri thanh khoan khi Muc tiéu cét 16i: Dam bao ngan sach nang cap thiét bj y té
doanh thu bién déng dét ngot. (CBCT, Scan...) va mé rong quy mo.

=" Dinh muc trich 1ap:Téi thiéu 3 - 6 thang chi phi c6 dinh (Cash Binh muc trich 1ap: Tuang ducng 100% gia tri khau hao hang

Runway) luén sén sang trong tai khoan. thang + 20% Igi nhuan dé tich IGy.
B Ngudn tién: Trich 5 - 10% tU I6i nhuan rong hang thang cho dén B Ngudn tién: Chuyén truc tiép ti dong tién van hanh vao tai khoan
khi dat du dinh muc an toan. tich 10y tai san c6 dinh.

Tai khoan ngan hang riéng biét cho tung loai Tu ddng trich 1ap ngay khi chét bao cao P&L Quy trinh phé duyét chi tiéu quy cuc ky nghiém

quy thang ngat




TU DUY CUA NHA QUAN TRI

QUAN TRI TAI CHINH NHA KHOA HIEN PAI

THONG PIEP COT

LOI

a Twduy Théy thudbc

Tap trung vao chuyén mén: Uu tién ky thuat diéu tri, bd
qua cac chi sé kinh doanh.

Quan ly theo cam giac: "Thay khach déng la vui", khéng
biét 13i 16 thuc té.

Sd doi mat véi con sd: Coi ké toan va tai chinh la ganh

nang, lam phién chuyén mén.

Tu minh lam hét: Om dém ti kham bénh dén quan ly kho,
thu chi thu cong.

nguyén Luat KCB 2023.

—

[~  Twduy Quan tri

@ Tap trung vao hé théng: Xay dung quy trinh van hanh tu
dong, chuan hoa di liéu.

< Quan ly bang dit liéu: Moi quyét dinh dau tu dua trén RO,
KPI va bao cao HIS.

¥ Lam chu Dashboard: Coi sé liéu tai chinh 1a "nhip thd" cla

phong kham.

2. Uy quyén & Giam sat: Si dung céng nghé dé kiém soat
thay vi lam tay.

Chuyén déi ti "Lam dén dau hay dén dé" sang "Quan tri dua trén hiéu suat van hanh" 1a chia khoa dé phong kham ton tai trong ky




NHA NUGC TAO NEN

CG HOI CHO Y TE TU NHAN

Nghi quyét 261/2025/QH15

Nghi quyét 72-NQ/TW

DAT PAI

M6 c6 ché sui dung dat linh hoat

Cho phép chuyén doi dat &, dat tru sé co quan sang muc dich
y té khéng can theo quy hoach

Khéng thu tién st dung dat & giam tién thué dat sau chuyén
muc dich

Uu tién bé tri quy dat céng ddi du cho cac du &n y té tu nhan

Uu dai thué va da dang héa ngudn von

Thué suat TNDN uu dai 10% subt d&i véi cd s du diéu kién xa
hoi hoa

Mién TNDN 4 nam, giam 50% trong 5 ndm tiép theo (du an dau
tu mai)

Thiét bi y té nhap khau hudng VAT 5% — giam truc tiép chi phi
dau tu CBCT, ghé nha...

Pugc vay vén, thué-thué mua, mua tra cham thiét bj y té

BHYT m& rong — thi truéng B2B mdi

Quy BHYT chi cho kham sang loc va chan doan sém nhiéu
bénh (tir 2026)

Thi diém BHYT bd sung lién két v&i bao hiém stic khoe tu nhan
- Cd hoi hgp tac B2B vai cong ty bao hiém: nguén thu 6n dinh,
khéng phu thuéc hoan toan vao bénh nhan lé

HIS & Hb sd dién ti — Igi thé ngudi di trudc

L& trinh bat budc hd sd bénh an dién ti toan quéc 2026-2030
(QD 965/Qb-BYT)

Phong kham trién khai HIS sém: tudn thu phap Iy + Igi thé canh
tranh khi thi truGng budc phai s6 hda déng loat

S6 hoa = di liéu thuc - quyét dinh dau tu chinh xac hon




KET LUAN: LO'l NHUAN THAT DEN TU MINH BACH THAT

QUAN TRI TAI CHINH NHA KHOA HIEN PAI

Tach bach tai chinh

Phéan dinh rd rang gilia

tai khoan céa nhan va

dong tién phong kham.

"Tai chinh minh bach |3 nén tang dé bac si

¥

Tuan thu phap ly

Nghiém tuc thuc hién N
96, TT 32 va xuat hoa
dcn dién tU dung luat.

Trich 1ap quy

Chu ddng quy tai dau tu
tU khau hao thuc té dé

nang cap céng nghé.

=

S6 héa bang HIS

St dung phan mém quan
ly dé kiém soat COGS va
bao cao thdi gian thuc.

d

Quan tri theo KPI
Ra quyét dinh dua trén
10 chi s6 tai chinh c6t 16i

hang thang.

trong chuyén mén"

Lam dung dé di xa — Lam that dé bén viing

Bao cdo vién: Ths.Bs. Nguyén Hitu Nam

Cai t6 theo Luat KCB 2023 & Nghi dinh 96/2023/ND-CP




