
The Need for 

Unprecedented Mass 

Vaccination Delivery



As the COVID-19 vaccines became available for use in the 

United States late last year, it was well known that the delivery 

and inoculation processes would be a historically complex 

challenge – meeting the objectives to deliver vaccines rapidly, 

effectively, and equitably. Although healthcare organizations 

could (and can) draw from mass vaccination experience, the 

COVID-19 vaccine delivery is proving to be a significantly larger 

undertaking and is being met with challenges.  

 

The projection that 20 million Americans would be vaccinated 

by January 1, 2021, has fallen well short of that, with only about 

9 million having had their shots as of early January. According 

to the Center for Disease Control and Prevention (CDC), this 

represents less than one-third of the 25 million total doses 

distributed to states by the U.S. government. 

 

The vaccinations have yet to make significant improvements in 

the slowing of the pandemic, which continues to claim more 

lives every day. Even as non-healthcare related venues such as 

sports arenas, convention halls, and empty schools are being 

converted into vaccine centers, the process has been a slow, 

cumbersome, and complex one. 

 

Many experts are optimistic that the vaccination program will 

accelerate in the coming months, with Goldman Sachs 

forecasting that roughly one-quarter of Americans will have 

received their first shot by April 1, half by June 1, and three 

quarters by mid-autumn. However, the arrival of new, highly 

infectious variants of the COVID-19 virus is now a new threat to 

the success of attaining herd immunity through vaccination 

efforts. 

 

In addition to the sheer number of doses to be administered, 

there are many logistical issues and supply challenges with the 

mass vaccination effort. Here are some key considerations for 

healthcare leaders.
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https://www.reuters.com/article/us-health-coronavirus-usa/cdc-says-9-million-americans-now-vaccinated-as-us-states-scramble-idUSKBN29G2EU?campaign_id=9&emc=edit_nn_20210113&instance_id=25950&nl=the-morning&regi_id=113027298&segment_id=49160&te=1&user_id=0384badb9f3266db5b92ac87716d91a3
https://www.crosscountryhealthcare.com/home


Healthcare organizations need to consider the workforce 

required to deliver vaccines to the U.S. population over a 12 to 

18-month period. During the 2009-2010 H1N1 outbreak, state 

and local vaccine programs had to triple the number of 

providers to distribute 2009-H1N1 vaccines. 

 

Public demand for the COVID-19 vaccine will likely be incredibly 

high, and healthcare leaders face a scenario where they will 

inoculate the U.S. population twice. 

 

Additionally, several vaccine regimens require two doses for 

immunization, with the second dose given several weeks after 

the first. Two-dose regimens come with challenges. Doses must 

be tracked carefully and protocols must be implemented to 

ensure everyone receives the correct vaccine, with the second 

dose given at the proper time. A two-dose schedule has not 

been required for other mass vaccination efforts such as 

seasonal influenza or the 2009-H1N1 pandemic influenza. 

 

These challenges are put on the shoulders of an already 

fatigued healthcare workforce. Months of fighting the pandemic 

took a massive toll on healthcare workers, emotionally and 

physically. With demand increasing and supply diminishing, 

healthcare facilities find themselves in a highly competitive 

environment to secure talent. Compounding the issue, a 

growing number of state and federal organizations are tapping 

into the supply of healthcare professionals licensed to 

administer vaccines, including allied health professionals such 

as pharmacists. 

 

An already-taxed healthcare staffing market going into the 

COVID-19 mass vaccination effort will create a workforce 

demand surge for which healthcare organizations need to 

prepare.
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Adequately Staffing for Mass 
Vaccination Efforts

https://www.phe.gov/Preparedness/mcm/h1n1-retrospective/Documents/h1n1-retrospective.pdf
https://www.crosscountryhealthcare.com/home


As the CDC and the Department for Health and Human 

Services (HHS) have recommended, hospitals and healthcare 

facilities should be focusing their early phases of mass 

vaccination programs on their own healthcare providers and 

their critical populations. Soon after that, outreach can expand 

to other at-risk populations and then the general public.

 

The CDC also points out that recommendations on the 

population groups to receive initial doses of vaccine may 

change after the vaccine is available, depending on each 

vaccine’s characteristics, vaccine supply, disease epidemiology, 

and local community factors.

 

There are several strategies healthcare leaders should consider 

to be adequately prepared for successful mass COVID-19 

vaccinations. 

 

Look to Past Experiences. 

There is much to learn from past experiences, healthcare 

organizations may find it helpful to review their 2009 H1N1 

pandemic vaccination response plans and lessons learned. 

After-action reports and improvement plans provide an 

opportunity to build on prior strengths and determine gaps that 

may need to be addressed. 

 

This includes revisiting COVID-19 surge capacity plans and 

response. For example, in a recent Cross Country Healthcare 

survey of healthcare staffing leaders, 40% of respondents agree 

they would have used more contract, travel, and locums tenens 

staff to alleviate their permanent providers' stress and burnout 

and in anticipation of the potential spread of the virus. 

 

Another 60% say that, in hindsight, they would not have 

canceled planned contract assignments prematurely. 
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Staff Planning and Preparation 

https://www.cdc.gov/vaccines/imz-managers/downloads/COVID-19-Vaccination-Program-Interim_Playbook.pdf
https://www.hhs.gov/sites/default/files/strategy-for-distributing-covid-19-vaccine.pdf
https://www.crosscountryhealthcare.com/home


Early Staff Planning and Preparation. 

Given the scope and complexity of COVID-19 mass vaccination 

programs and the short supply of front-line talent, healthcare 

leaders are urged to plan for potential scenarios and timing 

associated with the arrival of one or more vaccines. Critical 

questions to ask include:

 

1. Do we have the nursing and support staff we need for a 

mass inoculation?

2. How will we acquire additional staff on short or on-

demand notice?

3. How will we backfill providers who become ill or must care 

for sick family members?

 

 

 

 

 

 

 

 

 

 

 

 

Consider Flexible, Scalable Staffing Strategies. 

A range of staffing approaches and models need to be 

considered in preparation for what 2021 may bring. 

 

With a continuously changing landscape, healthcare 

organizations need to engage staffing partners early and often 

to scale on demand. Travel and contract healthcare 

professionals offer organizations variability in costs and avoid 

the high costs of hiring permanent providers who may not be 

needed long-term.
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According to a recent Cross 
Country Healthcare survey, 70% of 
healthcare executives agree they 
would have engaged their staffing 
partners and suppliers earlier to 
help meet the staffing demands 
brought on by COVID-19.

https://www.crosscountryhealthcare.com/home


The US will fail to contain the pandemic if we do not vaccinate 

enough people to achieve immunity among 60%-70% of the 

population. Unfortunately, even before the COVID-19 

pandemic, vaccine confidence had been declining for cultural, 

political, and personal reasons. Compounding the issue, 

because COVID-19 vaccines were developed at unprecedented 

speed, there are widespread concerns about the vaccine’s 

safety and efficacy. Health systems must educate their patient 

communities around the vaccine's safety and efficacy so that 

the vaccine can be delivered rapidly, effectively and equitably.

 

The U.S. Epidemic Intelligence Service says that a 

pandemic is as much a communications emergency as a 

medical crisis. The World Health Organization (WHO) 

Increasing Vaccination Model acknowledges that people’s 

thoughts and feelings about vaccines – including their perceived 

risk, worry, confidence, trust, and safety concerns – can affect 

their motivation to get vaccinated. Further, vaccine hesitancy 

was cited in 2019 as one of the top 10 threats to global health.

 

For these reasons, healthcare leaders and their providers must 

work proactively to mitigate hesitancy. Healthcare professionals 

have an important role to play. They are critical educators and 

influencers in driving vaccine acceptance as well as aggressive 

communicators to ensure vaccines are reaching specific 

populations – particularly marginalized populations. 

 

For example, a systematic review of shingles vaccine 

acceptance among older adults showed that primary care 

physician recommendations consistently played a significant 

role in generating high demand for the vaccine. 
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Keys to Successful Vaccinations: 
Education, Creating Demand, 
Removing Fear and Equitable Delivery

https://www.crosscountryhealthcare.com/home


In a recent study by PricewaterhouseCoopers (PwC), when 

asked what would encourage patients to reschedule delayed 

care, respondents said they were primarily looking for 

communication about safety from their physicians, followed by 

CDC recommendations. 

 

Just 14% of individuals with employer-based insurance plans 

surveyed by Health Research Incorporated (HRI) said they had 

received health information from their health system during the 

pandemic. It is reasonable to believe that patients in 

marginalized communities experiencing discrimination and 

exclusion receive even less health information. 

 

 

 

 

 

 

 

 

 

 

 

A fundamental component of effective outreach to targeted 

populations requires health systems to engage in grassroots 

efforts and partner with local leaders to ensure vaccination 

demand. 

 

• Under Surgeon General Dr. David Satcher, 30 black 

churches partnered with the health care system to increase 

immunization rates for all childhood vaccines among black 

children. 

 

• During the recent measles outbreak among the Orthodox 

Jewish community in New York, a group of Orthodox Jewish 

nurses formed a nonprofit organization and became local 

ambassadors to educate the community and shift the trend on 

vaccination. 
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Social determinants of health account for 
60% of health outcomes.  As vaccination 
progresses, access to accurate data is 
essential. Lack of information will 
exacerbate existing health disparities and 
result in the loss of lives in vulnerable 
communities. 

https://www.healthaffairs.org/doi/full/10.1377/hlthaff.2020.01523#B17
https://www.crosscountryhealthcare.com/home


The nurses worked with health care providers and facilitated 

community discussions, including partnering with parents, to 

demonstrate how to identify misinformation. The initiative's 

success reinforced the importance of preparing the local 

workforce and enhancing the skills of trusted, local community 

influencers. 

 

• Similar efforts tailored to local community needs have 

proven essential. The Meningitis Vaccine Project’s 

communications efforts in sub-Saharan Africa included 

campaigns tailored to specific sub-populations—such as in 

Burkina Faso, where the project targeted adolescents via peer 

education, employed targeted social mobilization messages, 

gained the participation of celebrities, and organized vaccination 

lines for young boys only as well as vaccination campaigns in 

universities and schools. 

 

It is imperative that health systems and leaders start now to 

further these efforts, to generate demand, to understand the 

roots of vaccine hesitancy, to educate and encourage front-line 

providers to support these efforts and commit to longitudinal 

engagement with all communities.

 

Cross Country Healthcare is Ready to Help.

At Cross Country Healthcare, we continue to see an uptick in 

demand across a range of nursing and other specialties. As we 

head into an uncertain season, we continue to be here, ready to 

help your facilities on the frontlines across the country.
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https://www.healthaffairs.org/doi/full/10.1377/hlthaff.2020.01523#B18
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