
How to Successfully 
Investigate and 
Resolve One of the 
Most  Difficult  
Scenarios in  
the Workplace

ManagIng tHe 
“He Said, SHe Said”  
InveStIgatIOn

©2013 Convercent. all rights reserved.



AbstrAct 
One of the most difficult investigations to conduct involves the classic “he said, she said” situation. 
Investigating a situation that occurred between two people, in which there are no witnesses, requires a 
different approach than other types of investigations. More often than not, the determining factor in this 
type of case comes down to an assessment of each person’s credibility. there are many factors to take in 
to account when making a credibility assessment. Following are some examples to consider.
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Relationships  
Do the involved parties have a 
history of problems? Do they 
get along well? Have they had 
problems with other employees? 
Have they engaged in a sexual 
relationship?

peRsonnel File
 consider disciplinary action, 
performance improvement plans, 
recognitions, informal supervisor 
notes. 

supplemental 
Documents
Are there any emails, notes, or 
supporting documentation either 
party can provide?

supeRvisoRs
What is each party’s supervisor’s 
opinion of the employees?

motivation  
Does either party have a 
motivation to file a report 
against another person? Was 
the reporting party recently 
given a performance review or 
disciplinary action?

peeRs  
 Are others surprised by the 
allegation? Do they clearly 
believe the accused engaged in 
the alleged behavior?

inteRview 
Details
 During your interview, who 
provided detail-rich information? 
Did they answer questions or 
talk around the answer? What 
are your behavioral observations 
regarding eye contact, posture, 
tone? Did either party admit to 
the behavior? 

POInts tO cOnsIDer
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Person A reported that his supervisor, 
Person b, is “harassing” him. 
specifically, he stated that he worked 
late one night and the supervisor made 
the comment, “You’d better watch 
your step or I’ll make sure you are out 
the door”. Person A reported that 
there were no witnesses to the issue 
and he had no idea why his supervisor 
would make such a comment. Person 
b denied making the comment.
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PeRSOn a  
Person A received a “needs Improvement” 
evaluation the week before.

Person B  
no history of performance issues, 
average or above evaluations.

consider disciplinary action, 
performance improvement 
plans, recognitions, informal 
supervisor notes. 
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POIntS tO 
COnSIDeR

PersOnneL FILe
SCenaRIO 1



PeRSOn a  
Person A provides emails that 
demonstrate Person b asking 
for project updates. 

Person B  
Person b provides informal notes in which 
he documented two conversations with 
Person A about failure to meet deadlines.

Are there any emails, 
notes, or supporting 
documentation either party 
can provide?
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POIntS tO 
COnSIDeR

sUPPLeMentAL DOcUMents
SCenaRIO 1



PeRSOn a  
no employees expressed 
complaints about Person A.

Person B  
Person b took over the position after 
the previous manager, who was lax 
about policy, left the organization.

Do the involved parties have 
a history of problems? Do 
they get along well? Have 
they had problems with 
other employees?
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POIntS tO 
COnSIDeR

reLAtIOnsHIPs
SCenaRIO 1



PeRSOn a  
Person b explained that Person A 
has failed to meet several deadlines 
and thus he received a “needs 
Improvement” evaluation.

Person B  
Person b’s supervisor had no complaints, 
and said that Person b has done a 
good job under a lot of stress.

What is each party’s 
supervisor’s opinion of the 
employees?
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POIntS tO 
COnSIDeR

sUPerVIsOrs
SCenaRIO 1



PeRSOn a  
Person A’s peers described him 
as a “complainer” and said he 
blames others for issues. 

Person B  
Person b’s peers were surprised by the 
allegation, and described him as “fair”.

Peers

Are others surprised by 
the allegation? Do they 
clearly believe the accused 
engaged in the alleged 
behavior?
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COnSIDeR



PeRSOn a  
Person A was unable to articulate a reason 
why Person b made the comment. He 
was unable to answer detailed questions, 
and denied having performance issues.

Person B  
Person b was able to provide project-
specific details regarding Person 
A’s performance. He had notes that 
contained dates of conversations 
and general impressions.

InterVIeW DetAILs

During your interview 
who provided detail-rich 
information? Did they answer 
questions or talk around 
the answer? What are your 
behavioral observations 
regarding eye contact, 
posture, tone? Did either 
party admit to the behavior? 
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COnSIDeR



PeRSOn a  
Person A received a negative 
performance review one week prior.

Person B  
Person b’s supervisor had no complaints, 
and said that Person b has done a 
good job under a lot of stress.

MOtIVAtIOn

Does either party have a 
motivation to file a report 
against another person? Was 
the reporting party recently 
given a performance review 
or disciplinary action?
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COnSIDeR



In this case, Person b is found to be more 
credible, in that Person A recently received 
a negative performance evaluation. Person 
A was also described as a complainer, 
and was unable to provide additional 
information regarding how, why, and 
when Person b is treating him differently. 
conversely, Person b was able to provide 
notes documenting Person A’s performance 
difficulties. Other employees were also 
surprised by the allegation and had 
described Person b as “fair”. For these 
reasons, it is likely that the complaint was 
made in response to receiving the negative 
evaluation, rather than due to Person b 
“harassing” or “picking on” Person A.

resOLUtIOn
SCenaRIO 1
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Person A and Person b work on a 
team together. Person b recently 
transferred to the team and was placed 
on a project with Person A. Person b 
complained to her supervisor that Person 
A refuses to help her on their current 
project, after the supervisor confronted 
each employee separately about not 
meeting the project’s deadline. When 
confronted, Person b stated that Person 
A is refusing to do her work and that is 
why the project is behind schedule.
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PeRSOn a  
no history of performance issues, average 
or above evaluations, Person A received 
an award and bonus for going “above and 
beyond”.

Person B  
no history of performance issues, 
average or above evaluations.

consider disciplinary 
action, performance 
improvement plans, 
recognitions, informal 
supervisor notes.
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POIntS tO 
COnSIDeR

PersOnneL FILe
SCenaRIO 2



PeRSOn a  
no additional documents. 

Person B  
no additional documents. 

Are there any emails, 
notes, or supporting 
documentation either 
party can provide?
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POIntS tO 
COnSIDeR

sUPPLeMentAL DOcUMents
SCenaRIO 2



PeRSOn a  
Person A explains that he and Person b 
worked together previously. He stated that 
he and Person b did not get along well 
because they had “personality conflicts”.

Person B  
Person b was transferred to 
the department recently.

Do the involved parties 
have a history of 
problems? Do they get 
along well? Have they 
had problems with other 
employees?
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POIntS tO 
COnSIDeR

reLAtIOnsHIPs
SCenaRIO 2



PeRSOn a  
Generally gets along well with others, 
headstrong.

Person B  
Person b was consistently identified as 
hard to work with and not a team player.

What is each party’s 
supervisor’s opinion of the 
employees?
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POIntS tO 
COnSIDeR

sUPerVIsOrs
SCenaRIO 2



PeRSOn a  
General complaints that Person A can  
be blunt.

Person B  
Person b was consistently identified as 
hard to work with and not a team player.

Are others surprised by 
the allegation? Do they 
clearly believe the accused 
engaged in the alleged 
behavior?
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POIntS tO 
COnSIDeR

Peers
SCenaRIO 2



PeRSOn a  
Person A was forthcoming with details, 
acknowledged that he can be blunt, but 
well-intentioned.

Person B  
Person b blamed others for 
the personality clashes.

During your interview 
who provided detail-rich 
information? Did they 
answer questions or 
talk around the answer? 
What are your behavioral 
observations regarding 
eye contact, posture, tone? 
Did either party admit to 
the behavior? 
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POIntS tO 
COnSIDeR

InterVIeW DetAILs
SCenaRIO 2



PeRSOn a  
Person A believes that because he and 
Person b did not get along well before, she 
is “causing trouble”.

Person B  
Person b has “no idea” why 
Person A is “out to get her”.

Does either party have 
a motivation to file a 
report against another 
person? Was the reporting 
party recently given a 
performance review or 
disciplinary action?
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POIntS tO 
COnSIDeR

MOtIVAtIOn
SCenaRIO 2



In this case, Person A is found to be more 
credible, in that he was able to acknowledge 
that he and Person b have had a prior work 
relationship and did not get along well 
at that time. He acknowledged that he is 
blunt on occasion and others described 
him with little complaint. Person b was 
generally described to be a complainer 
and not a team player. Further, she was 
transferred to another department due to 
personality clashes with other employees. 
While there was no formal discipline in 
Person b’s file, she has been moved due to 
her performance. Person A also received an 
award for above and beyond performance.

resOLUtIOn
SCenaRIO 2

ManagIng tHe “He SaID, SHe SaID” InveStIgatIOn

20 www.convercent.com
©2013 Convercent. all rights reserved.



convercent is the first saas product that 
modernizes the way companies bring their 
values, culture, policies and compliance 
activities together with a positive 
employment engagement experience. 
Hundreds of companies rely on convercent 
to systematically align corporate values 
with individual behavior to create thriving, 
productive and compliant cultures of 
engaged, high-performing employees. based 
in Denver, convercent funding is led by Azure 
capital Partners and Mantucket capital.
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