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How do I Investigate an Issue?  

To conduct an effective investigation, it is important to 
proceed in a well-planned, orderly manner.  Identify and 
understand the issue.  Partner with your Regional 
Manager for additional assistance or questions about the 
investigation process.   

 
Additional Resources: 
 

• HR Solutions 

• When to Involve Employee Relations 

• Your Regional Manager 
 

 
 

  

 
Best Practices for Conducting 
Investigations  

When Should a Concern be Escalated? 

 
 

 Review the When to Involve Employee Relations Escalation 
Chart - the ER escalation chart will help you identify what issues 
can be handled with and without the support of Employee 
Relations.  The ER escalation chart will help you determine if you 
should notify Employee Relations before taking any action.  If 
escalation is needed, contact Employee Relations immediately 
and do not take any action until you have been directed to do so.    
 

 Partner with Your Regional Manager – if uncertain about 
escalation, partner with your Regional Manager to review the 
details and decide on a course of action.  
 

 Is Termination a Possible Outcome?  - if termination is a 
possible outcome of the situation or if management deems 
termination is necessary, you must partner with Employee 
Relations for review and investigation.  Submit the request for 
support using the Employee Relations eService portal (insert 
link). 

 
 Examples:  

• Non-Escalated – an employee with no past issues 
provides a discount to a customer who was “looking 
for a deal.”  Since this is a one-time issue and not a 
reason for termination, the situation should be 
handled in the store in partnership with the Regional 
Manager if necessary.  
 

• Escalated – an employee reports that her co-worker 
got upset on the retail floor and began cursing in the 
presence of customers.  Given the potential severity 
and impact to the customer experience, termination 
may be a consideration.  The manager should 
partner with Employee Relations for review and 
investigation. 
 

 
 
 

 
 Find a Private Area to Talk – to reduce 

distractions and facilitate a focused 
conversation, plan to have the conversation in 
a quiet, private space.   

 
 Ask Questions – ask for clarification to ensure 

a good understanding of the situation.  
Continue to ask questions and clarify until the 
issue is clear.   

 
 Document the Conversation – take clear and 

accurate notes, including as much detail as 
possible.  Include specific dates, actions, 
comments and witnesses.  Keep the notes in a 
confidential, secure place in the event they are 
needed in the future.   

 
 Conclude the Investigation and Partner 

with Your Regional Manager Regarding 
Next Steps – determine if concerns have been 
substantiated through the investigative 
process.  If so, partner with your Regional 
Manager to determine appropriate next steps. 
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 Preparing for the Investigation  Information and Documentation to Consider When 
Conducting an Investigation  

 Timecards and Schedules – crucial for attendance and 
timecard policy or procedure violations.   
 

 Transactions – may provide evidence of discounts or other 
sale actions and may indicate how the process has been 
performed in the past.   

 
 Store Video – may provide visual evidence of actions.  Keep 

in mind that video may not indicate “intent” of the individuals 
involved.  May provide additional information regarding 
attendance or timecard policy violations, unprofessional 
behavior or other violations of company policy.   

 
 Witnesses – may provide another account of what 

happened.  Keep in mind that witnesses may be hesitant to 
participate in the investigation or may not remember events 
completely.   

 
 Photos or Text Messages – may provide visual or written 

evidence of actions.   
 

 Phone Calls – may provide additional information for 
attendance issues.    

 

 

 

 

 

 

 

 

 

 

 

 

 

 Gather Documentation – take time to gather 

timecards, transactions, video, photos, witness 

information. 

 

 What Information is Relevant – review the 

information gathered, what information is 

relevant to understanding what actually 

happened? 

 
 Review Employee Background – has the 

employee been fully-trained on the specific 

policy or procedure?  Has this employee 

demonstrated the correct procedure in the 

past?  For example, has the employee 

processed discounts or refunds properly in the 

past or has the employee followed the correct 

process for calling off before?  Does the 

employee have history of performance 

improvement coaching or corrective action?  Is 

the issue isolated or indication of a larger 

pattern of unprofessional behavior or 

operational violation? 

 
 Prepare Questions for the Interview – take 

time to prepare how to best approach the 

employee and what questions will be 

necessary to gain perspective and clarify 

information.   
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Best Practices for Gaining 
Perspective 

Asking Open Ended and Clarifying Questions  

 
 Ask Open Ended Questions – open ended questions cannot 

be answered with a simple “yes” or “no” – they require a more 
detailed response.  Examples of open ended questions:   
 

• Why did you give an employee discount to a 
customer? 

• Why did you use profanity towards the customer? 

• Tell me about the discussion you had with your 
coworker.   

• Why were you late today? 

 
 Ask Clarifying Questions – if an explanation is not clear, it is 

important to ask for additional clarification.  Don’t be afraid to 
challenge discrepancies in the information that the employee is 
providing.  However, always do so in a professional, non-
confrontational manner.  It is helpful to use the following 
phrases to clarify: 
 

• “Help me to understand…”  “Help me understand, 
you said that you arrived at 9 AM, however, you 
entered 8 AM on your timesheet.” 
 

• “Earlier you said…” “Earlier you said that you didn’t 
know the proper way to return a sale but you did it 
correctly last week.” 

 
 

 
 Find a Quiet and Private Space – to reduce 

distractions and facilitate a focused 
conversation, plan to have the conversation in 
a quiet, private space.  Allow the employee to 
sit closest to the door to avoid any perception 
of being “blocked in.” 
 

 Speak with the Employee at the Center of 
the Concern – review information and 
documentation then prepare questions for the 
employee.  Follow your outlined questions but 
also allow time to ask additional questions that 
may develop.   

 
 Ask Open Ended and Clarifying Questions 

– asking open ended and clarifying questions 
will assist in ensuring a clear understanding of 
the employee’s perspective.   
 

 

 


