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The New Reality of Workforce Verification 

Employee verification has evolved from an HR formality into a frontline cybersecurity function. What once 
ensured compliance now determines enterprise resilience. Recent U.S. Department of Justice indictments 
revealed that North Korean operatives infiltrated more than 100 U.S. companies by assuming false identities 
and securing remote IT roles. Analysts believe nearly every Fortune 500 company has unknowingly 
employed at least one such operative, funneling millions to sanctioned regimes and compromising sensitive 
data. The threat is active, organized, and already inside corporate networks. 

The Hidden Workforce and the Rise of Overemployment 

Beyond nation-state infiltration, organizations face a growing “hidden workforce.” Remote work has enabled 
employees to secretly outsource their duties or hold multiple full-time jobs (“overemployment”), often 
involving unvetted individuals overseas. This practice undermines accountability, creates compliance blind 
spots, and exposes sensitive systems to unauthorized users. In highly regulated sectors (finance, 
healthcare, defense) these “shadow workers” introduce severe legal and security risks. Whether the actor is 
a foreign operative, a subcontractor, or an overextended employee, the result is the same: enterprises lose 
control over who truly has access to their systems and data. 

 

 

 

 



 

 

From Outdated Controls to Modern Verification 

Insecure workforce identity security stems from traditional verification processes,  
during interviews, onboarding, and helpdesk interactions. Knowledge-based  
authentication (KBA), manual document checks, and background reviews are easily bypassed or deepfaked. 
These legacy methods persist because they’re familiar and low-cost, yet they provide little defense against 
modern adversaries. 

To keep pace, verification must become a multi-layered, adaptive system integrated into enterprise 
workflows. Modern solutions combine government ID verification, facial recognition, and liveness detection 
for real-time, remote validation at scale. Success depends on balancing security, user experience, and 
privacy compliance (GDPR, BIPA) while embedding verification directly within HCM, Applicant Tracking, IAM, 
and helpdesk systems to create a unified identity assurance ecosystem. Emerging verifiable credentials 
show promise for future portability but remain several years from enterprise readiness. 

From Outdated Controls to Modern Verification 
Modern identity assurance relies on multiple, independent layers of verification working in concert. Each 
layer strengthens confidence in who is accessing systems, data, and infrastructure: 

● Possession-Based Controls: Device attestation, passkeys, and hardware tokens establish trust in the 
device and confirm legitimate access. 

● Location Intelligence: GPS-based verification and behavioral pattern analysis confirm that users are 
where they claim to be and flag anomalies such as cross-border logins or impossible travel scenarios. 

● Document and Liveness Verification: Government ID checks combined with real-time facial recognition 
validate physical identity and presence. 

● Behavioral Analytics: When compliant with regional privacy laws, continuous behavioral monitoring 
adds adaptive, real-time assurance. 

Outdated methods like static passwords or IP geolocation must be replaced with dynamic, risk-based 
signals that evolve with threat conditions. Because no system is flawless, organizations must plan for 
exceptions without compromising security. Structured escalation paths should replace weak fallback 
methods such as KBA. Examples include: 

● Assisted Video Verification: Real-time, human-assisted sessions to confirm identity. 
● Trusted Vouching: Verification by a confirmed colleague or manager who knows the individual. 
● Time-Limited Executive Overrides: Controlled, auditable access under strict conditions and monitoring. 

Each escalation must be auditable, time-bound, and justified, ensuring no dead ends for legitimate 
employees, but no shortcuts for attackers. 

 

                                          



 

 
Figure 1: Reference Framework for Strong Identity Verification 
A holistic approach aligning objectives (why), methodologies (how), and outcomes (what) to deliver scalable, continuous, and 

trustworthy employee verification. 

Deploying Modern Verification 

A structured, phased approach ensures scalability and user adoption: 

● Assessment: Identify vulnerabilities and map existing verification gaps 
● Pilot Phase: Test modern verification solutions in controlled environments, focusing on usability and 

integration. 
● Targeted Rollout: Expand to high-risk groups such as remote IT staff, contractors, and privileged users. 
● Enterprise Integration: Embed verification across hiring, onboarding, and access management 

workflows. 
● Continuous Verification: Implement ongoing, risk-based re-verification cycles to maintain trust without 

disrupting productivity. 

This layered, adaptable approach transforms verification from a one-time checkpoint into an ongoing trust 
framework strengthening organizational resilience while preserving a seamless user experience. 

Next Step 

Adversaries have industrialized identity theft, now enterprises must industrialize identity verification with the 
same urgency. Legacy methods can’t meet modern threats, and the cost of inaction is steep. By embedding 
verification into everyday workflows and layering assurance factors, organizations can restore trust in who’s 
inside their networks and strengthen operational integrity. 

Learn how to build a resilient, enterprise-wide 
verification framework. 
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