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Abstract. Conferences addressing Pattern Languages of Programs, People, and
Practices (PLoP) have historically emerged less as a paper presentation venue
than a craft institution: a writers’ workshop culture designed to turn lived expe-
rience in the realm of programming and social practices into durable, reusable
patterns. This paper argues that Al chatbots, understood as a General Purpose
Technology (GPT), will unavoidably reshape the PLoP ecosystem at the level of
visible artifacts, espoused values, and its underlying assumptions. Using Schein’s
three-level model of culture as a framing device, the paper distinguishes impact
and consequences on PLoP people, products, and procedures and makes sugges-
tions how to preserve a PLoP central promise: reality-based knowledge, im-
proved through rich social exchange and critique rather than rhetorical perfor-
mance.
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1 Introduction

All PLoP conferences share an uncommon phenomenon. Their centerpiece is not the
talk to an audience of experts, but a paper revision by a group of people that are very
often not subject matter experts but only share common understanding of the pattern
languages methodology.

The institutional heart of such conferences is the writers’ workshop, supported by
pre-conference shepherding and iterative draft improvements toward conference-ready
artifacts, where peer critique aims to improve a preliminary text while protecting the
author’s dignity (Gabriel 2002). That unique combination of rigor while maintaining
psychological safety has been a procedural achievement as much as a cultural one.

The appearance of Al chatbots three years ago changed the equilibrium of pattern
writing and conferencing literally overnight (OpenAl 2022). Chatbots make language
fluency cheap in pattern writing and iteration frictionless.

But chatbots are also poised to solve PLoP’s historic bottleneck that has been the
intense labor of mining, drafting, explaining, translating, and reformatting patterns.
Now, this bottleneck has dissolved rapidly. The consequence of this shift may not
merely lead to many more and much longer papers or better prose especially from non-
native conference language speakers. It could mean a deep cultural cut into the PLoP
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conferences identity, their symbols, status signals and social cues. It could become a
threat to tacit assumptions that have formed and anchored the craft of PLoP work his-
torically over decades. The very PLoP culture may get under pressure very quickly and
from multiple directions while for now chatbots remain weakly addressed in the pattern
community.

This paper takes an explicitly opinionated stance that conversational Al will stress
PLoP culture and will inevitably change people, processes, and products. People will
(at least over time and by trial and error) learn how to utilize Al for either writing or
reviewing pattern paper. All archetypical processes of PloP conferences (i.e. writing
and shepherding, paper acceptance, paper review, paper improving) can reimagine
thinking by means of Al (Pea 1985).

Al will also transform the dedicated roles of pattern authors, shepherds, and review-
ers in fundamental ways. All parties will embrace Al chatbots as a means not to only
automate human tasks (which lead to dramatic efficiency gains) but esp. augment it
today unimaginable ways (leading to effectivity gains.

PLoP conferences must respond to this rapid development in a couple of ways, e.g.
by raising the bar on epistemics, that is how claims are grounded, bounded, and authors
are made accountable, or proactively teaching the meaningful and responsible use of
Al chatbots in writing and reviewing papers.

Al chatbots do not simply accelerate the production of pattern papers; they threaten
to decouple “surface quality” from experienced reality. In a writers’ workshop culture
that historically relied on visible effort, imperfect prose, and iterative human refinement
as implicit credibility cues, that decoupling can become destabilizing.

The central risk is not that “Al writes better,” but that PLoP’s existing cultural con-
tract (i.e. vulnerability exchanged for improvement, grounded in lived practice) may
quietly erode while the conference still looks healthy on the surface.

This paper treats conversational Al as a critical reasoning lever agent rather than a
tooling question. The core question is: How can PLoP preserve its promise of reality-
based, socially stress-tested knowledge when fluent, persuasive text becomes cheap?
The proposed answer is not prohibition, but epistemic reinforcement. The goal could
be to make grounding, boundaries, and accountability in PLoP papers more explicit
where they have been used to be rather implicit.

The remainder of the paper proceeds as follows. Chapter 2 introduces the conceptual
lenses used throughout: the interpretation of chatbots as a General Purpose Technology,
Schein’s three-layer model of culture (artifacts, espoused values, basic assumptions),
and PLoP’s existing cultural contract that makes writers’ workshops work. Chapter 3
applies these lenses to the concrete PLoP system, namely people, procedures, and prod-
ucts, highlighting where role expectations, review dynamics, and output credibility sig-
nals will shift, and proposes most accepted, yet acceptable upgrades (e.g. provenance
notes, evidence moments, and boundary-first acceptance criteria). Chapter 4 then dis-
cusses the deeper cultural implications: what counts as experience, authorship, and truth
when persuasive artifacts are effortless. Chapter 5 summarizes actionable recommen-
dations for PLoP conference designs that protect psychological safety while raising ep-
istemic rigor.



Shifting Ground, Changing Culture 3

2 Theoretical Approach & Background

PLoP conferences work because visible “craft signals” (i.e. rough drafts, revision effort,
workshop critique) track what the pattern community values. Conversational Al breaks
that direct linkage: like humans it can produce fluent, well-structured pattern-shaped
text without the same underlying experiential grounding, making existing cues of qual-
ity control far less diagnostic.

To analyze this without drifting into either hype or “Al policy,” this paper uses
Schein’s culture model that distinguishes artifacts, espoused values, and basic assump-
tions. This lens frames the question driving the rest of the paper: how can PLoP keep
its promise of socially stress-tested, experience-grounded knowledge when “persuasive
text” becomes cheap?

2.1  Culture as Three Independent Units of Change

Social psychologist Edgar Schein model treats the nature of organizational culture as a
layered system: Artifacts form the visible practices and structures, espoused values re-
present what people in an organization say they value most, while basic underlying
assumptions comprise largely unspoken beliefs that actually drive perception and be-
havior of individuals and an organization’s entity (Schein 1984).
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Fig. 1. Schein's Organizational Culture Model (Doan 2015)

This approach seems to be a practical lens assessing events of regular PLoP confer-
ences, because over decades in existence their institutional culture has emerged and has
since then been repeated across countries, cultures and continents (PLoP 2026).

PLoP participants experience recurring artifacts (i.e. pattern and focus group papers),
rituals (e.g. shepherding, reviewing, gaming, proceedings), and shared values (e.g.
building trust, encouraging learning and improvement, being strictly artefact-focused)
that train a community to behave in a specific way and agree on a similar idea of quality.



4 S. Holtel

If Al would primarily alter only artifacts (e.g. better grammar and phrasing), PLoP
could treat chatbots mostly as an additional tool. But when a tool changes what “good
work” looks like, and what can ultimatively be produced, it pushes on its very values
and assumptions.

That is why “use of Al is not permitted at all” or “Al is allowed for editing only”
seems to be an insufficient response to a much bigger challenge. PLoP culture changes
in the very seams of its overall clothing. The pattern community should reflect for the
sake of their ow future what gets praised, what gets accepted—and what gets silently
expected.

2.2 Chatbots as a General Purpose Technology

General purpose technologies are pervasive inputs with broad downstream complemen-
tarities and continuous improvement. The point is not the label; it is the pattern of im-
pact: a General-Purpose Technology (GPT) does not stay in one domain. It changes
adjacent processes, incentives, and organizational forms (Bresnahan and Trajtenberg
1995). In the steam era, most factories concentrated power in a single prime mover
(often a steam engine) and distributed it mechanically through line shafts and belts,
which in turn constrained machine placement and workflow. Devine’s account of the
later shift “from shafts to wires” highlights the GPT pattern: the big productivity effects
arrive when a new general-purpose engine makes new system designs possible, e.g.
relocating power closer to the point of use so operations can be rearranged and consol-
idated around process flow rather than around the drive shaft (Devine Jr. 1983).

Chatbots can be considered as another GPT evolving (Eloundou, et al. 2023). This
time they exhibit the relevant properties that make knowledge work: they are widely
applicable across tasks, improving rapidly, and enabling complementary innovation in
workflows (from academic authoring to review and publishing) (Pividori and Greene
2024). Once such technology arrives, the question for a craft culture is no longer whe-
ther it will be adopted, but what norms, boundaries, and status signals will govern its
use.

2.3  PLoP Cultural Contracts: Why the Writer’s Workshop Works

The central PLoP contract and promise can be summarized as conference participants
exchange emotional vulnerability for paper artifact improvement. In principle pattern
authors never submit final work; their first attempt is meant to remain imperfect for
improvement; peers (i.e. shepherds first, workshop reviewers later) provide structured
critique; the text body improves through iterative refinement if the author seriously ac-
cepts review feedback. It is important to note that the community preserves psycholog-
ical safety along this process so that candid feedback is possible.

Shepherding is meant as a pre-conference improvement process that prepares papers
for intense writers’ workshop discussion, with program committee decisions following
a strict protocol of iterative revision. That contract e.g. implicitly assumes that writing
quality correlates with time and effort invested, and experience gained over the course
of authoring many papers.
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Now, chatbots break this equilibrium because they deliver fluent prose that pretends
to be final and compete with human effort. PLoP organizers are faced to address this
issue because authors use Al as a writing tool in many ways which cannot be controlled
or restricted (even if they would like to do). Conference organizers have to evolve and
find new ways of distinguishing human pattern craftsmanship from mere linguistic flu-
ency that pretends to be meaningful artefacts worthwhile as a conference contribution.

3 PLoP as People, Products, and Procedures

This chapter applies a culture lens to the three places where generative Al hits PLoP
conferences most directly: situational roles, paper and review workflow, and produced
outputs. Framed as a triple of people, procedures, and products, it asks how conversa-
tional Al change what gets submitted, what gets rewarded, what gets selected, and what
“quality” signals at the advent of chatbot authors.

The point here is not the need of an additional Al policy (“you are not allowed not
... ", "Al use is restricted to ..."”"), but to address the “craft problem:” when fluency and
fast iteration become very cheap, humans will shift to chatbots because cognitive cost
structures have changed (Russell 1993, Pirolli 2009). The surface text quality stops be-
ing diagnostic for author assessments.

The chapter’s guiding claim is that scarcity moves: what really becomes valuable is
no longer polished structure, but a deep grounding of a paper idea, clarifying boundaries
of pattern situations, and accountable “function allocation”.

Section 3.1 tracks the shift of PLoP roles (authors, shepherds and reviewers, work-
shop leads and program committees) and the new obvious failure mode of “polished
emptiness.”

Section 3.2 follows the paper production pipeline and argues for “epistemic up-
grades” that are minimal provenance notes, possible evidence/provenance moments
embedded in writer’s workshops, boundary-first acceptance criteria, and explicit pri-
vacy norms.

Section 3.3 examines how PLoP outputs change: papers become more consistent yet
harder to trust briefly; curated, evolving pattern libraries gain importance; and compan-
ion artifacts become easy to generate but must be validated as first-class knowledge
objects.

Together, these points set up Chapter 4’s focus on deeper cultural layers: what counts
as experience, authorship, and truth when artifacts become effortlessly persuasive.

3.1  People: How Roles and Status Dynamics Shift

Authors. First, conversational Al will make early drafts much easier to phrase, and they
also dramatically reduce the language barriers for non-conference language authors.
Here emerges a genuine inclusion opportunity that could enhance the PLoP community:
newcomers may become more confident to contribute from scratch, and more cross-
lingual participation could appear as an opportunity to attract a broader audience.
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But that same Al capability creates dangers of unprecedented failure modes: more
paper could carry “polished emptiness” that is texts that satisfy the surface form of a
pattern (i.e. Alexandrian-style) but without theoretical foundation, empirical weight of
repeated lived situations, or other strong evidence. The prose might be persuasive but
the epistemics are thin. A healthy response is cultural, not merely procedural: treat flu-
ency as table stakes. Praise should move toward grounding, boundaries, and conse-
quences rather than rhetorical polish.

Shepherds & Reviewers. In an LLM era, shepherds can offload line-level editing and
focus on what machines cannot supply, asking questions like Where did this insight
come from? What did you observe? Under what constraints did it recur? The risk is a
drift from shepherding-as-coaching into shepherding-as-tooling, which creates a tool-
status hierarchy and shifts attention away from truth-making. The shepherd role be-
comes more important, not less, precisely because the text will increasingly arrive
workshop-ready in appearance.

Workshop Leads and Program Committees. Workshop leaders already manage time
and constructive norms. In an LLM era, they must also manage epistemic discipline:
ensuring that critique targets claims, evidence, and boundaries, not just phrasing. Pro-
gram committees face a volume and quality paradox: more submissions that look ma-
ture, but with more hidden variance in real-world grounding. The selection function
must evolve accordingly.

3.2 Procedures: What Will Change in the PLoP Production Pipeline

Submission and Acceptance. When readability becomes cheap, acceptance criteria must
shift toward what remains scarce: trustworthy experience, clear trade-offs, and honest
boundaries. A practical move is to make grounding requirements explicit. Accepted
papers should demonstrate recurring situations (not hypotheticals), specify forces as
real conflicts observed in practice, and include credible “where this fails” boundaries.

Shepherding. The LLM-era upgrade is to add a lightweight provenance note (not a
moral test, a craft disclosure): what the tool did (rewrite, translation, critique), and what
grounds the claims (cases, incidents, observations). The purpose is not policing; it is
making invisible assumptions discussable.

Writers” Workshops. Writers” workshop norms exist to enable frank critique without
humiliation. The same structure can carry a new, short ritual: early in the session, the
author states what is observed versus inferred versus tool-generated, and names the
most uncertain claims. The group then critiques the pattern as a knowledge artifact, not
merely a document. This single addition can prevent a catastrophic cultural drift: work-
shops that remain “nice” while quietly losing contact with reality.

Privacy and Professional Ethics. Chatbots increase the temptation to paste sensitive
workplace material into external systems. A PLoP community that wants credibility
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must make privacy norms explicit and routine: anonymization and abstraction are part
of craft, not an afterthought.

Proceedings and Publication. LLMs make it cheap to produce consistent metadata,
glossaries, cross-links, and indexes. That suggests a procedural reallocation: spend less
human effort on formatting and more on curating navigability - pattern maps, related-
pattern links, and “conditions of failure” tags.

3.3  Products: What PLoP Outputs Will Become

Pattern Papers. A near-term effect is simple: more texts will look correct. Ironically,
this can make quality harder to diagnose, because traditional cues (awkwardness, un-
clear structure) no longer reveal immaturity. PLoP products therefore need stronger
integrity signals: explicit boundary statements, consequence ledgers, and evidence
sketches.

Living Libraries as the New Center of Gravity. If papers and conference proceedings
become much easier to produce, the scarce product is not paper quantity anymore. Ra-
ther curation over time becomes the bottleneck to be resolved: versioned repositories,
traceable evolution of patterns, and community-maintained pattern languages. The
PLoP ecosystem already emphasizes revision cycles; LLM-era tooling simply makes
continuous refinement more feasible. Pattern mining, authoring, and compiling is a
metacognition per se; finding relationships between different pattern languages will
catapult possibilities to apply pattern from one domain to another, or identify those that
address several domains, rather leading to cross-pollination.

Companion Artifacts. LLMs make it easy to generate checklists, decision trees, stake-
holder scripts, and teaching exercises. The question here becomes validation. A mature
PLoP response is to treat these companions as first-class outputs that require workshop
scrutiny, not as automatically correct attachments.

The New Meta-Product. In a world saturated with fluent text, a community that can
reliably turn experience into trustworthy guidance becomes unusually valuable. PLoP
can become that community if it explicitly defines and enforces the craft protocol that
keeps patterns true under conditions of cheap generation.

4 Discussion: What Changes in PLoP Conferences

At the artifact level, the changes to PLoP conferences are obvious: they will receive
better prose, likely more submissions, faster iterations in review, and more translated
material that prove the claims.

But at the espoused value level, the pressure will appear as more heated debates
about authorship (human or machine or centaur/cyborg?), fairness (“chatbot-free” arti-
facts?), and paper quality (pattern outlines or pattern curation?).
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The decisive battleground will become Schein’s deepest layer: basic assumptions. If
PLoP quietly adopts the assumption that a well-formed pattern is presumptively a valid
human-only artifact, it loses its identity because it will evolve into human-machine cre-
ated artifact. But if, instead, it strengthens the assumption that patterns are claims about
recurring reality that must be bound by augmented Al support and socially human and
machine stress-tested, it can absorb conversational Ais without losing its cultural core.

This is why the recommended changes to PLoP conferences should be ritualized and
small: e.g. provenance notes and evidence moments are not mere bureaucracy; they
would become the basics of a a new PLoP cultural scaffolding.

5 Conclusions and Recommendations

Conversational Al will not merely help people write pattern papers. It will change what
the writing process really means and signals, who can produce writings, and how the
PLoP community assigns author credibility beyond text production and conference lan-
guage proficieny.

PLoP’s historic advantage makes it unusually well-positioned to respond to the Al
era. But this only happens if it accepts chatbots as a cultural transition, not just a new
tooling policy. Three recommendations to PLoP conference organizers could help to
accompany this transition in a meaningful way:

Products.

e Add stronger provenance disclosure and an evidence moment in workshops to keep
reality visible when artifacts become misleadingly polished.

e FElevate acceptance criteria toward pattern grounding, clarified overall context
boundaries, and wider consequences of pattern languages; volume and fluency are
less longer informative, or offer any sign of prove; criteria should be reframed on
the ability of authors to reflect, frame and curate the writing of the pattern paper, not
the writing process itself; esp. shed more light on the overall plausibility and ra-
tionale of a pattern paper, not its sheer size or level of detail.

Processes.

o Make vocal recording the standard norm of receiving feedback in writer’s workshop;
show pattern authors how transcriptions can be utilized to identify obvious and even
non-obvious feedback that they may have missed due to cognitive overload or social
constraints.

e Invest proceedings effort into navigability and curated libraries, since chatbots re-
duce formatting costs and for the first time increase the likelihood that pattern lan-
guages emerge into “living documents” with long-term curation value.

People.
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o Introduce learning paths for shepherds to review papers in a “Cyborg” style of ap-
plying chatbots; offer introductions for a responsible application of Al chatbot sup-
port in writing pattern papers for sheep.

The broader claim of this paper remains rather simple: PLoP is poised to keep its
promises of being highly valuable in the era of conversational Al to the extent that it
becomes the place where fluent text production is forced beyond document fluency by
providing helpful solutions to problems of a lived reality.
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