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Q
My boss always wants excessive details on 
projects my teams are running. How do I 
keep him from diving into the weeds which 
just wastes my time and the time of my 
team members?

March 2019

Roundtable Mentor,  
Jennifer Smith, Director 

of Sales & Marketing 
Operations, Orthapaedics  
at Johnson & Johnson, 
shared her strategies on 
how to deal with even 
the best-intentioned 

micromanagement.
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You have two roles as a project leader. You need to successfully 
manage a team through milestones of a project to completion. Just 
as importantly, you need to provide concise and comprehensive 
progress updates to all project stakeholders. 

Your key stakeholder is your boss, who in turn has stakeholders 
who have a vested interest in the outcomes of each project, and are 
possibly even funding these projects. He is accountable to them and 
needs to keep them updated.

While you feel that that your boss is diving into the weeds, he 
is asking for the right level of details for his needs; he is asking 
questions whose answers provide him reassurance that you have a 
firm handle on the reins, that the project is progressing as expected 
and that he can address queries that are being addressed to him. If 
he is asking a number of follow-up questions, the updates that you 
are currently providing may be missing the mark or not providing 
sufficient insight on what is relevant to him. 

To do this, you need to uncover the hot button areas in his mind. This 
is a heavier lift upfront that pays dividends moving forward. On each 
project that you manage for him, you need to gain clarity to align 
with him on the following elements:

• What are the overall outcomes and metrics of success, in the 
eyes of all key stakeholders;

• What are the key milestones, stage gates and timelines;

• What are the risk factors to be managed, and what are the 
mitigation and escalation strategies.

Rather than focusing on reducing the number of 
questions, change the paradigm to how to make 
project updates to your boss more targeted and 
efficient. 
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These elements will form the basis of a dashboard that you will 
use in your regular reviews with him to provide project updates. 
Discussions will focus on performance to metrics, progress to 
milestones and results of the risk mitigation strategies identified 
above.

As the projects evolve, so may the risk factors that you are tracking. 
If his questions begin to digress outside of the elements identified 
above, then this is an opportunity for you to ask probing questions 
yourself to understand what risk factor he is looking to better 
understand and to mitigate and that maybe should be captured in 
the dashboard going forward.

Your boss will be appreciative for not having to ferret out details and 
for receiving information in a predictable and systematic manner.

By addressing the elements that are important to him, 
you will increase his comfort and trust in you and the 
team and you will be seen as more competent and 
collaborative.



Glain Roberts-McCabe is passionate about the art 
of leadership and supporting ambitious mid-career 
leaders. She created The Roundtable to provide 
emerging leaders with the navigational skills, tools 
and savvy needed to manage increases in scope, 
pressure and leadership complexity.

Jennifer Smith is the Director of Sales & Marketing 
Operations within the Orthopaedics business 
of Johnson & Johnson Canada. In her 15 years 
with Johnson & Johnson, she had held a number 
of leadership roles within Finance, Marketing, 
and Operations across the Medical Devices and 
Pharmaceutical divisions of the company. The 
common thread through all these roles has been a 
passion for people and customers, the willingness 
to challenge the status quo and the ability to 
effectively navigate complexity and change. Jennifer 
has an International MBA from the Schulich School 
of Business and is a Certified Public Accountant. 
Outside of work, Jennifer mentors foreign trained 
professionals and volunteers with organizations that 
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