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Citywide Immunization Registry (CIR)

• Implemented citywide in 1997
NYC’s Immunization 

Information System (IIS)

• Birth certificates loaded into CIR twice a weekPopulation-based

• Reporting for adults > 19 years requires consent
Mandatory reporting of 

immunizations for children 0-
18 years

• Timely; ~91% of immunizations reported in ≤1 day; 
~99% reported within 1 month of administration

Contains >15.4 million patient 
records and >188 million 

immunizations

• Available via the My Vaccine Record (MVR) websiteConsumer access 



Bureau of Immunization Inquiries

General Vaccine Questions

Provider Questions

School Support

Clinic 
Appointments

CIR Facility Registration/Edits

Vaccine Orders

Single Sign-On/
Account Issues

Record Requests



Types of Inquiries

MVR Feedback 

SurveyMonkey Submission



Pandemic Surge in Demand Exposed 
Limitations of Manual Systems



CIR Frontline Operation Teams

4 
Staff

29 
Staff

   Hotline Team

   MVR Team

Record Access 
Team

Before 
Pandemic

During 
Pandemic



Pandemic Identified Operational Gaps

Fragmented intake channels Limited performance metrics

Inconsistent assignment workflows Limited staff for emergency responsiveness



Implement Salesforce as a Centralized 
Customer Relationship Management Platform 

to Streamline Operations

Centralized 
inquiry intake

Automated 
case creation

Real-time 
dashboards

Supervisor 
management 

of staff 
workload



Project 
Implementation 

Overview

Phase 4 Monitoring & Continuous 
Improvement

Phase 3 Vendor Training & Deployment

Phase 2 Testing & Validation

Phase 1 Discovery & Requirements



Phase 1: Discovery and Requirements

• Began October 30, 2024

• Documented existing workflows and operational challenges

• Defined CRM requirements and success metrics

• Identified opportunities to improve case monitoring, reporting, and 
staff efficiency



Phase 2: Testing and Validation

• Began January 22, 2025

• 11 testing sessions

• Tested system functionality, accuracy, and usability

• Identified issues and refined workflows prior to go-live

• Validated that the system met operational requirements



Phase 3: Vendor Training and Deployment

•3 training sessions for staff prior to go-live

•Deployed February 24, 2025

•Vendor provided post-deployment support and issue resolution

•Monitored early adoption and system performance



Phase 4: CIR Monitoring and Continuous Improvement

•Began March 2025 and is on-going
•Actively using the system to support daily operations
•Monitoring performance and user adoption in real time
•Reviewing case metrics to identify improvements
•Implementing enhancements based on staff feedback
•Continuously refining workflows and reporting



Case Assignment Workflow (1)

• Salesforce generates a case and 
captures all details
• Automated - Email & Survey 

Monkey
• Manually added by staff - 

Phone call, Faxes, walk ins 
and mailing 

Case Creation

• Case routed based 
on inquiry type 
and assigned to 
appropriate team

Case Routing & 
Assignment

Inquiries Received

• Requests submitted 
via e-mails, Survey 
Monkey submission, 
phone calls, faxes, 
walk-ins and 
mailings



Case Assignment Workflow (2)

Staff Action & Case Updates

• Staff review, act, and 
document case notes

• Status updated in real time

Supervisor Oversight

• Supervisors monitor 
queues and staff workload

• Reassign cases as needed 
to balance workload

Case Resolution & Closure

• Case resolved and closed

• Data captured for 
reporting and 
performance monitoring



Manual Case Creation



Team-Specific Queues



Current CIR Frontline Operation Teams

15 
Staff

   Hotline Team

   MVR Team

Record Access 
Team



Metrics & Dashboards

• Monitor case resolution time and backlog

• Identify trends by case type and source

• Measure staff productivity and workload

• Use dashboards for real-time insights and 
decision

• Role-based dashboard views enable 
staff to track individual performance

Track & 
Improve 

Case 
Performance



Resolution Time Reduced

Before CRM Platform

• Manual processes 
slowed response

• High inquiry volume 
and overload

• Average resolution:   
7 days

After CRM Platform

• Streamlined case 
management

• Improved workflow 
and monitoring

• Average resolution: 
1.08 days

84.6% reduction in resolution time 
following stabilization



Improved Inquiry Resolution Time
Feb 2025 – Feb 2026

34,457 out of 
34,461 inquiries 

were resolved with 
a 99.99% closure 

rate within one day



Average Resolution Time by Case Origin
Feb 2025 – Feb 2026
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Multi-Channel Inquiries
Feb 2025 – Feb 2026

0 2000 4000 6000 8000 10000 12000 14000

Phone

SurveyMonkey

Walk-In

Fax

USPS

CIR Email

NYC Vax Email

CIR Records Email

26.6%

7%

0.5%

11.9%

1.5%

38%

2.5%

12%

Record Counts

C
as

e
 o

ri
gi

n



Top Case Types
Feb 2025 – Feb 2026

Single Sign On 
(SSO)/Account Issues

Legend

Adult Record Requests

Facility Edits



Dashboards by Role

• Executive: High-level oversight of operations
• Supervisors: Monitor team performance and 

workload
• Staff: Manage assigned cases and daily tasks



Executive Dashboard



CRM Generated Reports



Reports: Cases Over 7 Days Old

Drives accountability 
by flagging overdue 
cases for action and 
escalation

John Doe

John Doe

Jane Doe

Jane Doe

Jane Doe

Jane Doe

John Doe



Project Summary

• Built infrastructure to handle high-volume inquiries 

• Improved ability to scale operations during future emergencies

• Standardized workflows enable faster response under pressure

• Enhanced visibility supports proactive workload management



CRM Best Practices
• Created a smoother, more organized workflow 

through the integration of Case Types and Facility 
Codes.​

Workflow Improvements​

• Strengthened the team’s ability to assign and follow 
up on cases efficiently, ensuring nothing falls 
through the cracks.​

Case notes, Metrics, 
Integration of Public Online 

Forms

• Standardized responses to ensure staff are using 
consistent, approved messaging.

​Email Templates

• Links related cases into Parent-Child threads to 
consolidate interactions from the same inquiry, 
especially during high-volume events.

Global search and linking 
cases into "Parent-Child" 

threads



CRM Key Lessons Learned (1)

• The warranty support period was too short and 
should have been extended by at least two additional 
weeks.​​

Post Deployment Warranty 
Support

• Many staff were new to the CRM, making it difficult to 
learn the system while simultaneously participating in 
testing within a short UAT timeline.

Rapid User Acceptance Testing 
(UAT)

• Develop dashboards that supervisors will actively use.

• Standardize workflows before scaling system use.

• Continuously monitor post-go-live metrics.

Engage frontline staff early



CRM Key Lessons Learned (2)
Operational redesign should come before automation

Dashboards promote accountability and improve performance

​CRM enhances emergency preparedness and operational resilience

CRM Improved workflow efficiency

Faster response times

Consistently high case closure rates

Stronger IIS operational resilience



Future Developments

• Automated case creation for phone calls
oDirect integration of call data into Salesforce to reduce manual entry for 

improved monitoring and efficiency

• Scalability through licensing and system expansion
oAbility to rapidly increase users and capacity during high-demand events 

o Expand CRM adoption across additional immunization program teams



Thank You

Adrienne Baylor, MPH
asolomon1@health.nyc.gov
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Shirley Huie

Cynthia Boscia
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