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PURPOSE OF THIS TOOLKIT

This toolkit is designed to guide leaders and Human Resources professionals through
the realities of workplace investigations as they occur, not as they are described in
policy manuals. Investigations are rarely straightforward. Information is incomplete,
accounts conflict, and decisions must often be made without perfect clarity.

The purpose of this document is to provide practical judgment, structure, and discipline
for navigating those situations in a way that is consistent, defensible, and respectful of
all parties involved. It is not intended to provide legal advice or replace
consultation with legal counsel, but rather to support sound decision making
within an organization’s established policies and legal framework. The focus is not
on achieving a preferred outcome, but on conducting a process that can withstand
scrutiny and support informed decision making.

This toolkit intentionally avoids templates and scripts, as investigations require
judgment, flexibility, and situation awareness.

CHAPTER 1: WHAT THIS TOOLKIT IS (AND IS NOT)

This toolkit is a practical guide for navigating workplace investigations in real
organizational environments, where facts are rarely complete, emotions are involved,
and decisions carry risk. It is written for professionals who are responsible for making
judgment calls, not simply following procedures. The intent is to support disciplined
thinking, consistency, and defensible decision making when the right answer is not
immediately clear.

This toolkit is not a substitute for legal advice, nor is it intended to interpret statutes,
case law, or regulatory guidance. It does not attempt to cover every legal requirement
that may apply to a particular situation. Instead, it is designed to support sound decision
making within an organization’s established policies and legal framework and to help
investigations withstand reasonable scrutiny when reviewed later by counsel,
regulators, or third parties.

This toolkit is also not a script. It does not provide canned language or rigid formulas.
Investigations require flexibility, judgment, and situational awareness. Over-reliance on
scripts can create blind spots and undermine credibility when circumstances do not fit
neatly into predefined steps.
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This toolkit assumes accountability. Investigations are not neutral administrative
exercises. They affect real people, workplace culture, and organizational trust. Poorly
handled investigations often create more harm than the original concern. Well-handled
investigations do not guarantee agreement with the outcome, but they do demonstrate
that the organization took the concern seriously and acted responsibly.

This toolkit is not outcome driven. Its purpose is not to validate a complaint or defend a
respondent. The goal is to determine what can reasonably be concluded based on
available information and to document that process clearly and honestly. When
evidence is limited or evenly balanced, this toolkit supports acknowledging those limits
rather than overstating certainty.

This toolkit assumes the reader will:

e Approach investigations with neutrality and discipline

« Document decisions, reasoning, and limitations clearly

o Accept that some investigations will not result in definitive conclusions
o Escalate matters when issues exceed internal expertise

CHAPTER 2: THE REAL PURPOSE OF INVESTIGATION

The purpose of a workplace investigation is not simply to determine what happened. It
is to allow the organization to make informed decisions based on a fair, consistent, and
well documented process.

Investigations are required because concerns have been raised, not because certainty
is guaranteed. Evidence is often incomplete or conflicting. A defensible investigation
acknowledges those limitations rather than forcing conclusions to create closure or
comfort.

When investigations are reviewed by legal counsel, agencies, or regulators, the focus is
typically on process. How the organization responded, whether the matter was taken
seriously, whether the investigation was impartial, and whether decisions were
documented clearly often matter more than the outcome itself.

An investigation is not a tool to validate a complaint, protect a respondent, or avoid
discomfort. It is a structured fact-finding process designed to identify what can
reasonably be determined and to guide appropriate action.

Fairness does not require agreement with the outcome. It requires a process that was
reasonable, consistent, and grounded in facts rather than assumptions. When
employees believe the process was handled responsibly, outcomes are more likely to
be accepted, even when they are difficult.
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At its core, the purpose of an investigation is risk management. This includes legal risk,
cultural risk, and trust. A well-handled investigation demonstrates accountability and
reinforces organizational standards, even when it does not resolve every concern.

CHAPTER 3: WHEN AN INVESTIGATION IS REQUIRED

An investigation is required when the organization has knowledge of potential
misconduct, not when proof exists. Knowledge may come from a formal complaint, an
informal conversation, an anonymous report, a manager’s observation, or information
learned through another process. Once the organization is aware of a concern that may
implicate policy or legal obligations, it has a duty to assess and respond.

An investigation may be required when information arises through:

e Aformal or informal complaint

e An anonymous report or hotline submission

e A manager or supervisor’s direct observation

e Information uncovered during another review, audit, or inquiry

o A pattern of repeated concerns, even if individual reports are vague

An investigation is still required even when:

e The complainant asks that no action be taken

e The information is incomplete or uncomfortable

e The accused is a high performer or senior leader

e The issue involves interpersonal conduct rather than explicit policy language
e The conduct occurred off site but may impact the workplace

Organizations often hesitate to investigate anonymous complaints or off-duty conduct.
While not every report will result in a full investigation, credible information suggesting
harassment, discrimination, retaliation, safety concerns, unethical behavior, or serious
policy violations must be evaluated. The deciding factor is not how or where the
information surfaced, but whether the alleged conduct could impact the workplace or
violate organizational standards.

Delaying or avoiding an investigation because the facts are unclear is a common and
costly mistake. Uncertainty is the reason investigations exist, not a reason to avoid
them. Failure to act promptly increases legal risk, allows potential misconduct to
continue, and undermines trust.

The decision not to investigate should be rare and intentional. When an organization
determines that an investigation is not warranted, the rationale should be documented
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clearly, including what information was reviewed and why further action was not taken.
Silence or inaction is not a defensible response.

This preview was created by JTS HR Consulting to empower organizations with clear, effective
onboarding strategies. Please purchase for full content.

For consulting services, custom training, or additional resources, please contact
julie.soltes@jtshrconsulting.com or visit www.jts-hrconsulting.com.
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