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Wrong Policy, Wrong Time:

Findings from an NCF Member’s Survey exploring the impact of 
Vaccination as a Condition of Deployment in Care Homes (VCOD) on 

providers.



Policy Context:

 VCOD regulations for care home staff were made on 22 July 2021 and came into full effect on 11 

November 2021. 

 The regulations were subsequently expanded to apply to all CQC regulated activity in non-residential 

care settings. 

 On 6 January 2022, the regulations for CQC activities in settings other than care homes were passed. 

These regulations were set to come into effect on 1 April 2022 

 However, on 31 January 2022, government announced it would repeal the VCOD regulations, including 

those brought in for care home staff in 2021. It must do so before April 1 2022. 

 Our survey measures the impact of VCOD on our members. We asked about the a) effort, resources 

and energy this policy required from providers; b) the financial impact the policy had on our members 

and c) the impact it had on workforce morale 

 Field Work for the Costs of VCOD survey was conducted between 10/2/22 and 21/2/22. 

 Responses covered organisations who: 

○ 1,617 care homes

○ 30,355 total people supported 

○ 40,677 staff posts

Policy Context and Survey 

Background



1. The majority of respondents spent thousands of pounds 
attempting to implement VCOD 

2. VCOD made recruitment harder for nearly all respondents

3. 100% of respondents reported undertaking additional 
work to meet the demands of the policy. 

4. VCOD has had a very detrimental human cost on the 
adult social care workforce.

Key Findings



VCOD created chaos for the 

adult social care sector.

The impact of the VCOD impact was felt particularly acutely in terms of 

 recruitment and retention 

 extra workload

 and the real human cost

 It meant that providers had to allocate additional time, staff, scarce resources and 

money into implementing the VCOD policy. 

 It galvanised distrust within the workforce and had a negative impact on the anxiety 

levels of staff. It was the wrong policy at the wrong time.

“The initial date of Christmas Eve for the end of self-
exemption was cruel and badly planned, the 

announcement for extending this deadline was also 
cruelly late, they could have made this decision earlier 

and that would have given people peace of mind.”



 One provider spent close to £200,000 (£194,733)

 A sizeable portion of respondents also paid for legal and 

expert clinical advice in order to comply with regulations

 Scarce resources were absorbed at a time of immense 

workforce pressure 

1. The majority of respondents spent thousands of 

pounds attempting to implement VCOD 



56% of 

respondents 

said 

recruitment 

had been 

made much 

more difficult

94% of 

respondents 

said  VCOD 

had made 

recruitment 

more difficult

2. VCOD made recruitment harder for nearly 

all respondents



3. VCOD led to significant extra workload for 

respondents 100% of 
respondents 

reported 
undertaking 

additional work to 
meet the demands 

of the policy.

One respondent 

reported: “It has 

created huge 

impacts on our 

business with 

late changes, 

inconsistent 

messages and u 

turns”

One respondent outlined just how much work they had to take on as a result of the policy: “Project team 

meetings, writing to suppliers/contractors for assurances (chasing, recording), setting up monitoring app/system; 

training reception and admin staff on regulations and systems; writing and updating policies; reporting to senior 

managers and trustees; attending webinars and forums; writing template letters and documents for hearings.”



4. VCOD has had a very detrimental human 

cost on the ASC workforce

The impact of VCOD on the sector has not merely been financial, it 

has had a damaging and tangible emotional impact on  providers, care 

staff, and people who receive social care – the human cost of the 

policy is clear. Our survey found that VCOD has led to ‘extreme 

anxieties for staff’.

This had particularly negative impact 
on individuals and the moral of the 
workforce. This also impacted on 

peoples families and their home life. 
Whilst this decision is overturned 

the emotional impact for these staff 
continues. 

“The cost to the support workers, the 
cost to the people we support and the 
cost to businesses actually cannot just 
be measured in financial terms only, 

there also needs to be understanding 
of the emotional distress that this has 

put the people through as well.”

[It has been] ‘very emotional, [we are a] small 
home with limited resources. [This has had a] 
huge impact on staff morale, residents morale 
and recruitment difficulties before Christmas 
with staff isolating etc. They all said they would 
go to NHS 

‘Morale has been hit as it has 
reinforced an impression that 

the social care sector 
continues to be an 

afterthought.’
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