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2. Identity Verification 
Paul Francis concluded his update: 
Outlined the 4 key risks and mitigation including: 

• Preventing deviation from standards and ensuring the endorsed approach is 
implemented. Engaging with Lawyers, UC Secure Design and Security Assurance 
teams. 

• Understanding the impact of additional development work to integrate with the 
HMRC IV system to create new capabilities. This work has been factored into the 
plans for P8 Product Development. 

• The requirement for on-going support from HMRC colleagues. A dedicated 
resource and Memorandum of Understanding is in place as well as continuing to 
work collaboratively. 

• Milestones – plans are in place and milestones will be monitored through the 
appropriate governance forums (Programme Delivery Executive, Business Design 
Authority, Technical Design Authority, Digital Design Authority) 

There had been some concerns around HMRC staff using DWP data to verify the identity 
of people that are known to us and not to them. This concern has been addressed by 
HMRC staff asking DWP to confirm or deny identity based on DWP held data. This 
ensures our data never leaves the premises.  
Updated on current 4 milestones including: 

• The Test & Learn trial of the ability of users known to HMRC to use their HMRC 
credentials to sign up to UC is on-going and is on track for 31/12/19 deadline. 

• Phase 1 delivery go live on track for 31 March 2020 
• The Test and Learn for Phase 2 (users new to UC but known to DWP, and others 

unknown by either) is due to complete by 31 March 2020. 
• Phase 2 delivery, a decision point on when to deploy Phase 2 is due in June 2020 

We are continuing to work with HMRC and GDS on this using the existing governance 
frameworks. There is a 9-month transition period in place and both Lawyers and UC 
Secure Design are content with this. 
GDS are looking at the possible charges that may be imposed for using the Verify service, 
this issue is still under discussion. 
 
Programme Board members: 

a) The Deputy Secretary for Work and Inclusion DFC NI asked if Northern Ireland 
were in scope. Paul Francis will clarify if NI are in scope. 
 

b) The Chair asked if the potential cost issues around Verify may be resolved before 
the next Board meeting. The SRO for UC stated he doubted this would be resolved 
as discussions on this issue are likely to go across Whitehall.  
 

c) The SRO for UC asked if the Board were happy with the 4 milestones outlined to 
track progress. The Chair stated that the milestones looked sensible with adequate 
time between the two Test & Learn completions and decisions on the Phase 1 and 
2 deployments. The Acting DG for Digital agreed.  
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d) The Director Finance stated that the HMRC IV seemed like the best option moving 
forward however, given past difficulties, do we have evidence this will work. Paul 
Francis said that we are transitioning off of Verify over the next 9 months. We are 
working with HMRC to design and trial the HMRC IV solution. The Programme 
Director stated that we are in control of the process and we have a good working 
relationship with HMRC. The Acting DG for Digital stated that he was happy with 
the process to date but we may face new challenges when we move to transferring 
new customers not known to HMRC.   
 

e) The Cabinet Office Operations Lead asked if the question of costs for Verify could 
not be resolved would we move to a Plan B, and if so would the milestones be 
different. The SRO for UC stated that we would have to see what would happen to 
the plan but discussions across Whitehall are likely to continue for some time 
around costs.  
 

f) The Chair stated that in his opinion the existence of Plan Bs tend to devalue Plan 
As and will not help negotiations at this stage.  
 

      
3. UC Employment Impacts 
Graeme Connor provided an update: 

The Universal Credit Business Case incorporated benefits of £8bn per year which were 
based in part on UC leading to an increase in employment by 200k. Therefore, evaluating 
whether UC is getting more people into work is fundamental to evaluating the Business 
Case benefits. 

Due to the close down of Live service we have only one more cohort comparing legacy 
claims with new UC claims using the propensity score matching approach, which identifies 
similar legacy and UC claimants, and then tracking their relative progress.  

We are working closely with HMRC colleagues to get the final sign off for moving RTI data 
from HMRC to UC and it is hoped this can be done in January 2020. Therefore, it is hoped 
that information for the JSA cohort will be available sometime in February 2020.  

There are now 2.6m claimants on UC, we are therefore seeing surveys that include more 
UC claimants, and we are in the early stage of developing plans to capture this 
information. 

The evaluation of the impact of UC has been made more difficult by the assumed 2-year 
lag in the Business Case benefits making it difficult to identify employment impacts in the 
next year. This would have been the case regardless of our analytical approach.  
Nevertheless, a rigorous comparison of the 2017/18 outcomes will be attempted using 
propensity score matching or other recognised techniques. 

The most practical timetable moving forward is likely to be: 

• Impact of baseline UCFS impacts for JSA alike cases by February 2020 
• Testing the different specifications e,g removing legacy-alike filters by late 

January 
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• Finalising the results for presentation by mid-February. 

We will monitor this timetable through regular checkpoints with both HMRC and DWP 
colleagues. 

 Programme Board members:   

a) The Director HM Treasury felt it was positive that we would have a like for like data 
match in Feb 20. However, he asked if there was any analysis to show how many 
people were now working more hours. Graeme Connor stated there are currently 
on-going trials looking at in work progression and any results from this would be fed 
back.  
 

b) The Director HM Treasury said that the Full Business Case (FBC) suggests that we 
can increase employment by 200k, and asked what number we would be looking to 
see in the Feb data to show we are on track. The SRO for UC said that if UC 
outperformed legacy by 4.5% we would be on target to achieve predicted Business 
Case (BC) employment effects.  
 

c) The Director HM Treasury asked if there would be a choice as to which cohorts we 
looked at (e.g ESA, JSA etc). Graeme Connor said there will be choices but it 
would depend on the reliability of the data, as it is more difficult to make 
assumptions around some groups than others. Graeme would be happy to return to 
Programme Board following the evaluation of the JSA cohort to discuss the next 
steps. 
 

d) The Chair asked if the results would be available in time for the planned 18 
February 2020 Programme Board. Graeme said he was hopeful but this would be 
dependent on the transfer of HMRC data. 
 
 

4. Programme Update 

The UC Programme Director provided an update: 

The current status of the Programme remains Amber. 

We are continuing to de-commission services with Work Service Platform (WSP) currently 
in progress. 

Severe Disability Premium (SDP) activity is continuing with around 14,000 payments 
having been made. We are currently on track to complete the exercise by March 2020. 

Digital Plus expansion is planned for an additional 100 sites, with 5 sites due to start at the 
end of October. 

Funding drawdown has been agreed with Treasury colleagues until the end of March 
2020.  

There are some concerns around how contractors are being assessed under IR35 
however, this is a Department (and government) wide issue which has been escalated to 
the DWPs Executive Team (ET). 
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Updated on Dashboard milestones including: 
 
Deductions from 40% to 30% has been achieved (due 31 October). 
 
Digital Plus Trials – evaluation is being undertaken on a group of 26 Jobcentres to ensure 
the approach is effective. The milestone is currently Amber as we are awaiting sign off of 
the evaluation from the Chief Analyst. 
 
There have been no meaningful changes to the risks this month.   
 
The budget forecast is up by £19.5m with the majority of this increase down to operational 
costs. However, we are expecting the budget to increase accordingly with the extra 
funding that has been promised but not yet received for possible EU Exit impacts. This 
should ensure that we will be close to breaking even on our budget. 
 
The Programme Director drew the Board’s attention to page 3 of the dashboard and the 
graph outlining the hypothetical maximum payment timeliness that can be achieved, which 
is something the Board have asked to see previously. The graph will be updated to show 
that a range of between 88-90% may be possible. 
 
Programme Board members: 
 

a) The Finance Director felt that we should be speaking to Treasury colleagues 
regarding the money for EU Exit planning as we have not yet received it. 
 

b) The SRO for UC felt that trying to achieve a payment timeliness of between 88-
90% was too high and could have a detrimental effect on helping people into work. 
There was he said a balance to be struck here.  
 

c) The Chair asked if the Programme had an idea of the types of individuals that fell 
out of payment timeliness criteria and were these likely to be vulnerable claimants. 
The SRO for UC felt that it was as likely to be claimants that had complex cases 
rather than necessarily complex needs. 

 
 
5. Operational Update 
 
The Operational Area Director provided an update: 
 
Payment timeliness in operations currently stands at 86.9% which is up 4.9% on this time 
last year, even though the caseload has increased significantly.  
 
The rise in caseload has increased operational pressure with both cases per case 
manager and average working days lost indicators increasing.  Operations are trying to 
keep the caseload per case manager at around 650 but there are currently significant 
variances on this figure. Currently recruiting into hotspot areas. 
 
Continuing to test opportunities to innovate the telephony contact strategy, but the 
volumes of contact using the telephony channel remain challenging. 
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• Labour Market 
 
We are looking at growth of work and work generated rather than cases as a unit. We 
have started to think more about average workloads rather than caseloads. We need to 
look at what level of work is generated to ensure Case Managers have similar workloads. 
 
Emerging work on understanding work generated by current caseloads will give us a 
better view of productivity and pressures, we also need to become more sophisticated on 
how we distribute work. However, as previously discussed it is felt that claimants who 
have complex needs need a more local connection to help them through the journey. 
 
On telephony we are answering around 1m calls per month, although the volumes of 
telephony have been managed down, there is work on-going to improve still further. We 
are looking to understand more and more about why claimants phone us and how we can 
encourage them to use other contact methods. New technology is in place and some sites 
are trialing a system of allowing no telephone calls between 10am and 4pm, this has 
made case management more manageable for staff and improved customer service. 
 
Regarding the Labour Market we are continuing with the Digital Plus trial in 26 offices 
which is being managed very closely. We will be rolling this system out to a further 100 
sites before the end of the financial year. We are working closely with digital colleagues to 
see what other potential automated enhancements are possible.  
 
 
8. Hard Facts 
 

a) We need to get maximum value from the Move to UC Pilot. 
 

b) We need a sharpened focus on claimants with complex needs. 
 

c) We need to ensure we do not overwhelm operations with telephony. 
 
The Chair stated that the current rate of progress of the Move to UC pilot will not allow us 
to make a decision by January 2020. Following discussion with internal stakeholders he 
proposed to hold Board meetings bi-monthly at the start of 2020, having meetings in 
February, April and June, when the frequency would be reviewed. However, he proposed 
that a Programme Dashboard should still be circulated monthly for information and to 
keep members up to date with the how the Programme was performing, and to allow 
comments. He asked if this was something that the external members of the Board would 
support.  
 
All members of the Board were supportive of this proposal and the Chair stated he would 
send out a note to members confirming the change and outlining the proposed 
Programme Board dates for 2020.  
 
 
Date of next meeting Tuesday 12th November 15.00-17.00 Caxton House Room 6.24  
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Contact:   
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Direct line:  
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