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Roadmaps vs. Groundmaps
Why Al Changes Strategic Planning

“Artificial intelligence is not simply changing how organizations work. It is changing the conditions under
which organizational strategy succeeds.”

Dr. Matt Meador
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WHAT WE SEE:

THE ROADMAP

The plan on the surface.
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WHAT'S UNDERNEATH:

THE GROUNDMAP

The reality beneath
the plan.

THE LAIR FRAMEWORK: OUR LENS FOR EVERY DECISION

APPLICATION ., INTERPRETATION RESPONSIBILITY
Where should Al A | What do the signals Who owns the

LITERACY
What do we know?

Do we understand
the problem, the
context, and the
implications?

LAIR ensures we make informed, thoughtful, and responsible decisions at every step.
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WHY Al CHANGES
HOW WE BUILD ROADMAPS

Organizations have always planned the road ahead.
Al requires us to understand the ground beneath it.
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@ Vision:
Al Literacy for All.

Human Judgment First. ( I

Al Literacy for All.

Human Judgment First.

Responsible Futures.

Defines the path.

Shows where we're
going and in what
order.

Ar S:
What will we do?
When will we do it?
Who will do it?
What will we deliver?

Where
We Are Today

»

GROUNDMAP
(THE FOUNDATION)

Assumptions Constraints 000 Decision Rights

What must be true 51@ What limits us? CQ] Who decides what,

for our roadmap (funding, time, and at what
threshold?

to create impact? skills, policies)

Defines the conditions.

Reveals what could
make the roadmap
succeed—or fail.

Al Capability
What can Al
enable, enhance,
or automate?

Human Judgment
What decisions
require human wrong, and how
oversight and severe is the
why? impact?

Risks & Exposure
What could go

Answers:

» What must be true?
What could stop us?
What will change?
How do we know
the path is still right?
Who owns the key
decisions?

Readiness

Are people, process,
and systems ready
for what's next?

Evidence & Signals
What data or signals
tell us the roadmap
is still correct?

Adapt Triggers
What would cause
us to change
direction?

Values & Guardrails
What will we not
compromise, No
matter what?

Trust & Adoption Capacity
Will stakeholders ‘3

trust this path and
engage? capacity to execute?

Do we have (or can
we build) the

e

COMPLETE SYSTEM

ROADMAP

Where we're going
+

GROUNDMAP

What we're standing on

assist? S mean? decision?
What requires human
judgment, oversight,

and accountability?

How do we make sense
of data, trends, and the
changing environment?

Where can Al create
real value—and
where shouldn't it?

SMARTER EXECUTION
Better decisions.
Stronger outcomes.

WITH THE GROUND LAYER
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Assumptions break +/ Assumptions are tested

Risks are discovered too late * Risks are managed early
Decisions lack clarity Decisions are owned
Plans become outdated

Execution stalls or fails

/ Roadmap adapts in time
’  Execution stays on track

Trust erodes ” Trust and momentum grow

se the founc nd.
We don't just teach Al.

We build the capability to think with it,
govern it, and grow with it.

RESEARCH INSIGHT SERIES #001
Roadmaps vs. Groundmaps

LearningAlinstitute.org Better decisions begin beneath the surface.

Figure 1. The visible roadmap rests on hidden organizational ground that Al continuously reshapes.
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Executive Summary

Organizations have relied on roadmaps for decades to communicate direction, priorities, milestones, and
expected outcomes. Artificial intelligence changes more than the work itself, it changes the assumptions,
capabilities, risks, and decision structures beneath every roadmap. This paper introduces the Groundmap
as a conceptual model for examining the organizational conditions that influence strategic execution in
Al-enabled environments.

The Road Has Not Changed. The Ground Has.

For decades, organizations have relied on roadmaps because the environment changed slowly enough
that periodic planning was sufficient. Leaders could establish objectives, assign resources, monitor
progress, and adjust as conditions evolved.

Artificial intelligence disrupts that assumption.

Al does not simply automate work. It changes workforce capability, decision speed, governance
expectations, regulatory requirements, customer expectations, and organizational knowledge.

The destination on the roadmap may remain unchanged. The conditions supporting the journey do not.

In an Al-enabled environment, strategic success depends not only on choosing the right path, but on
continually evaluating the ground beneath that path.

What Is a Groundmap?

A Roadmap describes the path an organization intends to follow. A Groundmap evaluates whether the
organizational conditions beneath that path remain capable of supporting successful execution.

Roadmap
Where are we going?
Groundmap

What conditions determine whether we can get there?

While a roadmap organizes work, a Groundmap evaluates the conditions that determine whether that
work can succeed. It helps leaders identify hidden assumptions, changing capabilities, governance
responsibilities, organizational readiness, and the human decisions that Al cannot replace.
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The Hidden Layers Beneath Every Roadmap

Every roadmap rests on assumptions that often remain invisible until they fail.

Leaders rarely place trust, governance, decision ownership, workforce capability, or organizational
readiness on a roadmap. Yet these factors frequently determine whether execution succeeds.

Al increases the importance of these hidden conditions because it changes them continuously rather
than occasionally.

The Role of the LAIR Framework

The Groundmap identifies what leaders should examine.
The LAIR Framework provides a disciplined way to examine it;

Literacy ensures leaders understand changing conditions.

Application helps determine where Al should responsibly assist.

Interpretation helps organizations evaluate emerging evidence rather than simply collect it.
Responsibility ensures accountability remains human even when Al contributes to the work.

Looking Ahead

Al has not eliminated the value of strategic planning. It has increased the importance of understanding
the conditions beneath every strategy. Roadmaps will continue to guide organizations toward their
goals. Groundmaps may help ensure those goals remain achievable.

This paper introduces the concept.

Future publications from the Learning Al Institute will explore how organizations can evaluate,
strengthen, and continuously improve the ground beneath their strategy.

Because better strategy begins beneath the surface.

About the Organizations

Learning Al Institute advances research, education, and organizational capability in artificial intelligence
through evidence-informed frameworks, executive education, and applied research.

learningaiinstitute.org

MetHer By Design partners with organizations to strengthen Al readiness, governance, workforce
capability, and strategic implementation through consulting, executive advisory services, and the LAIR
Framework.

metherbydesign.com
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