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TWO: Architecture is Frozen Language 

TWO 

Architecture Is Frozen Language 
“Architecture is frozen language. And frozen language melts when the meaning changes.”  

 

 

The Sentence That Changed Everything 

I have a sentence for you. Write it down. Put it on your wall. Tattoo it on your forearm if  that is 

your thing. I will not judge. 

Architecture is frozen language. Not code. Not models. Not boxes and arrows. Language. 

Language that has been stabilized. Language that has been agreed upon. Language that has been 

frozen long enough to build on top of. Like a river that freezes in winter. The water is still moving 

underneath. But the surface is solid enough to walk on. For a while. Until the thaw. 

Architecture is frozen language. 

Every architecture diagram you have ever drawn has words inside the boxes. You probably thought 

those words were labels. Descriptions. Names you attached after the real design was done. They 

were not. 

Those words were the design. The boxes were just drawings of  the words. Change the word inside 

the box and you change the architecture. Change Customer to User and watch what happens. The 

service boundaries shift. The data models change. The APIs look different. The code follows. 

The word did not describe the architecture. The word was the architecture. 

This is not a metaphor. This is not philosophy. This is engineering. And it explains every system you 

have ever seen that started well and ended badly. Don’t believe me? Okay cool, just keep reading and 

I’ll promise you, I’ll change your mind! 
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The River and the Ice 

 

 

The River and the Ice 

Here is a paradox for you. 

Language is fluid. It shifts. It bends. It means different things to different people at different times. 

That is what makes language powerful for conversation. You can say “customer” in a meeting and 

everyone nods. No one stops to ask for a definition. The conversation flows. 

Poets know this better than anyone. They play with words that have two meanings. One word, two 

worlds. 

In English, consider the word cleave. It means both to split apart and to cling together. Same word. 

Opposite meanings. You can cleave a piece of  wood with an axe. You can cleave to your loved one 

in an embrace. The language does not tell you which is which. The context does. 

In Persian, the poet Rumi plays with the word "شیر.(shir)". It means lion. It also means milk. One 

word. One kills. One nourishes. Same spelling. Same sound. Two opposite universes. 

خوردآن یکی شیر است که آدم می   

خوردمیآن یکی شیر است که آدم    

 آن یکی شیر است اندر بادیه 

  آن یکی شیر است اندر بادیه 

You cannot tell from the word alone. You need the story. You need the context. You need to know 

what the speaker is pointing at. 

This is beautiful in poetry. But it is a disaster in software. 

Because software has no context. Not really. A database column called status does not know 

whether it is a lion or milk. A class called Order does not know whether the speaker is from sales or 

fulfillment or finance. The context is not in the code. The context is in the heads of  the people who 

wrote it. And those people leave. Those heads empty. The context leaves with them. 

The fintech company did not have a code problem. They had a gap problem. The word Transaction 

kept flowing. It picked up new meanings. It drifted. The code stayed frozen. The gap widened. The 

system cracked. 

This is why architecture is frozen language. Not because language is naturally frozen. Because you 

freeze it. You have to. Otherwise you cannot build anything. The moment you write a class called 
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Transaction, you have frozen that word. You have made a bet that everyone will agree on what it 

means, now and forever. Most of  these bets lose. 

Rumi could get away with the same word meaning lion and milk. He was a poet. He was not building 

a payment system. In a payment system, the lion eats you, and the milk spoils, and the regulators ask 

questions, and the customers complain, and the teams fight, and the system dies. 

The word did not kill the system. The fluidity of  the word killed the system. The gap between what 

the word meant to different people killed the system. The assumption that everyone meant the same 

thing killed the system. 

Poetry celebrates ambiguity. Software suffers from it. One kills. One nourishes. 

You have to know which one you are building. 

 

 

The Chain You Cannot See 

Let me show you what actually happens when you build software. Not the diagram they put in the 

slide deck. The real thing. 

Start with a word. Any word. Order. Good word. Simple word. Everyone knows what an order is, or 

doesn’t they? 

 

That word shapes how you think about the domain 

It brings assumptions. An order has a customer. An order has items. An order has a total. An order 

has a status. These are not neutral. They are choices. You could have called it Reservation. Or 

Request. Or Commitment. Different words. Different assumptions. 

 

Your thinking shapes what you model 

You create an Order class. It has customerId, items, total, status. The model seems obvious, but It is 

not. It is the frozen shape of  your thinking. 

 

Your model shapes your architecture 

You put the Order class in a service. Maybe you call it OrderService. You draw a box. You add 

arrows to CustomerService and PaymentService. The architecture is just the model, scaled up. 
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The Lie of  "We Can Rename It Later" 

 

Your architecture shapes your code 

The service becomes a microservice. The class becomes a database table. The fields become 

columns. The methods become APIs. The code is the architecture, made executable. 

 

Now trace it backwards. The code came from the architecture. The architecture came from the 

model. The model came from your thinking. Your thinking came from the word. 

Word => Thinking => Model => Architecture => Code 

This chain is invisible. No diagram shows it. No methodology teaches it. No tool measures it. But it 

is real. And it is the most important chain in software design. 

The fintech company did not look at the first link. They thought they were designing architecture. 

The words were designing it for them. Badly. 

 

 

The Lie of  "We Can Rename It Later" 

I can hear someone in the back of  the room. Probably an engineer. Definitely someone who has 

renamed a class before. They are saying: 

"But we can rename things. Refactoring tools exist. We are not stuck with the first name we choose." 

Fair point. You can rename things. I do it all the time. One of  the most important patterns in this 

book is called Design by Renaming. We will spend a whole chapter on it. But here is the catch. 

Renaming a class is easy. Renaming a concept is hard. Renaming a concept that has been frozen into 

architecture, databases, APIs, team habits, and customer expectations is almost impossible. 

You can rename Transaction to Settlement in your codebase. It will take a few hours. The IDE will 

help. The tests will pass. 

But you cannot rename it in the minds of  the four teams who have built their services around four 

different meanings. You cannot rename it in the compliance reports that have been filed with 

regulators. You cannot rename it in the API contracts that external partners depend on. You cannot 

rename it in the Slack channels where people have been calling it "transaction" for two years. 

The code is the easy part. The language is the hard part. 

This is what I mean when I say architecture is frozen language. The freezing happens everywhere. In 

code. In databases. In APIs. In team habits. In customer expectations. In regulatory filings. In the 

heads of  every person who works on the system. 
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By the time you notice the word is broken, the ice is everywhere. And ice does not like to melt. 

 

 

The Fintech Company, Revisited 

Remember the fintech company? Four teams. Four meanings. One word. Let me trace the chain for 

you. 

The word was Transaction. It meant one thing to product. Another to engineering. Another to 

compliance. Another to operations. One word. Four different thinking patterns. 

Each team built a model based on their thinking. The product model had user-facing fields. The 

engineering model had performance fields. The compliance model had audit fields. The operations 

model had tracking fields. 

Each model demanded its own architecture. Product built a service. Engineering kept the original. 

Compliance built another. Operations built a fourth. 

Each architecture became code. Four services. Four databases. Four APIs. All reading and writing 

the same transaction data. All with different meanings. 

The word did not cause the fracture directly. The word caused the thinking. The thinking caused the 

models. The models caused the architecture. The architecture caused the code. 

Transaction (word) => different thinking => different models => different services => different 

code 

No one designed this. The word designed it. 

And here is the really annoying part. Everyone thought they were being reasonable. The product 

team needed user-facing fields. Of  course they did. The compliance team needed audit fields. 

Obviously. The operations team needed tracking fields. Naturally. 

Each decision was correct in isolation. Each decision was wrong in combination. Because no one 

stopped to ask: are we all talking about the same thing? 

The word Transaction was a trap disguised as a label. 

 

 

The Logistics Company, Revisited 

Same chain. Different word. Order. 
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What DDD Got Right (And What It Missed) 

Sales thought of  orders as promises. Fulfillment thought of  orders as packages. Finance thought of  

orders as invoices. Support thought of  orders as tickets. One word. Four thinking patterns. 

Sales added customer preferences to the model. Fulfillment added warehouse locations. Finance 

added tax jurisdictions. Support added escalation levels. 

The Order table grew. More columns. More nulls. More confusion. 

The architecture did not fracture into services like the fintech company. It collapsed into a single 

table. A junk drawer. Everything went in. Nothing came out clean. Same chain. Different outcome. 

Same root cause. 

Order (word) => different thinking => different models => one shared table => messy code 

The word designed the architecture again. This time, the architecture was a single database table with 

two hundred columns. No one designed that table. It emerged. Like a coral reef. Slowly. Organically. 

Destructively. 

 

 

What DDD Got Right (And What It Missed) 

Before I go further, I need to acknowledge something. Because if  I do not, someone will write me 

an angry email. Probably more than one. 

Domain-Driven Design understood this before most of  us. Eric Evans introduced the idea of  

Ubiquitous Language. He said that domain experts and developers should speak the same language. 

That the language should be in the code. That the code should be the language. 

This was a breakthrough. It changed how we think about software. Before DDD, we talked about 

models but not about language. After DDD, we could not ignore it. I owe DDD a debt. Every 

pattern in this book stands on that foundation. 

But. 

DDD discovered language. It did not study language. Not deeply. Not systematically. 

DDD uses language as a tool for modeling. You discover the Ubiquitous Language. You write it 

down. You put it in your code. You move on to the model. 

The assumption is that once you have discovered the language, you can mostly leave it alone. That 

assumption is where things go wrong. 

Language does not stay discovered. It drifts. Words that meant one thing at the start of  a project 

mean something else two years later. The Ubiquitous Language is not ubiquitous anymore. No one 

noticed. The glossary is a fossil. The code is a museum. 
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DDD does not tell you how to keep the language from decaying. It does not tell you how to detect 

drift. It does not tell you how to refactor a word that has become overloaded. It does not tell you 

how to split a concept that has been forced into a single name. It does not tell you how to merge 

synonyms that have proliferated across teams. 

These are not criticisms of  DDD. The blue book is already long. Evans could not write about 

everything. But the gap is real. And the gap is where systems die. 

Not because DDD failed. Because DDD assumed that once you found the language, it would stay 

found. It does not. 

 

 

The Invisible Tax 

Let me tell you about a cost that never appears on any balance sheet. Every time a team uses the 

same word to mean different things, they pay an invisible tax. Not in dollars. Not in hours. Not in 

story points. In confusion. 

The tax shows up in meetings that take fifteen minutes longer because people have to define terms 

before they can discuss the actual problem. 

The tax shows up in bugs that take three weeks to find because the field name was accurate but the 

meaning had drifted. 

The tax shows up in onboarding that takes months instead of  weeks because new people have to 

learn the hidden translations that everyone else has learned to ignore. 

The tax shows up in the fear of  refactoring. "We cannot change that field name. No one knows what 

it actually means." 

The tax shows up in the slow death of  innovation. "We cannot add that feature. It would require 

changing the Order class, and no one knows what Order means anymore." 

The fintech company paid this tax every day. The logistics company paid it. The healthcare company 

paid it. They did not know they were paying it. They thought the difficulty was normal. They 

thought all systems were like this. They were wrong. 

 

 

The Sentence Again 

Let me bring it back. 
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*** 

Architecture is frozen language. 

 

Every architecture diagram you have ever drawn has words inside the boxes. Those words are not 

labels. They are the architecture. The boxes are just drawings of  the words. 

The fintech company drew a box called Transaction. They thought it was a label. The word froze 

into four services. 

The logistics company drew a box called Order. They thought it was a label. The word froze into a 

junk drawer table. 

The healthcare company drew a box called Patient. They thought it was a label. The word froze into 

two hundred columns of  confusion. 

They all made the same mistake. They treated words as labels. They thought naming was an 

afterthought. They assumed everyone meant the same thing. They never stopped to ask. 

The words did not describe the architecture. The words were the architecture. 

 

 

A Note on Humility 

I did not figure this out in a flash of  insight. I figured it out by watching systems fail. Over and over. 

The same pattern. Different domains. Different technologies. Different teams. Same pattern. 

A word fractured. The architecture froze the fracture. The system died. 

I used to think architecture was about structure. Services. Boundaries. Dependencies. Data flow. 

Boxes and arrows. 

I was wrong. Not completely wrong. Structure matters. But structure is not the beginning. Structure 

is the end. The beginning is language. 

I used to think naming was important but not foundational. You can rename things later. 

Refactoring tools exist for a reason. 

I was wrong. Naming is foundational. Renaming later is like trying to un-bake a cake. You can pick 

the raisins out. It is still a cake. The structure is already there. 

I used to think that if  the code was clean and the tests were green, the system would be fine. 

I was spectacularly wrong. Clean code on a broken language is like a fresh coat of  paint on a cracked 

foundation. It looks good for a while. The cracks always show through. 
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What This Chapter Is Not Saying 

Let me be clear, because this is important. 

I am not saying that code does not matter. Code matters. Clean code is easier to change than messy 

code. Good tests are better than bad tests. I have spent hours arguing about indentation. I will do it 

again. 

I am not saying that architecture does not matter. Architecture matters. Service boundaries affect 

team autonomy. Data models affect performance. API design affects usability. I have drawn more 

boxes and arrows than I care to admit. 

I am not saying that requirements do not matter. Understanding the user is essential. Building the 

right thing is more important than building it right. 

I am saying that language is the foundation. And if  the foundation is cracked, nothing built on top 

will be stable for long. 

You can have beautiful code, elegant architecture, and perfect requirements. If  the language is 

broken, the system will still fail. 

Not dramatically. Not all at once. Slowly. Grindingly. The kind of  failure that wears teams down. 

The kind of  failure that makes good people quit. The kind of  failure that is hard to diagnose 

because it has no name. 

This chapter is giving it a structure. 

 

 

What Comes Next 

This chapter introduced the central thesis. Architecture is frozen language. The fintech, logistics, and 

healthcare stories showed what happens when the freezing goes wrong. 

The next chapter asks a deeper question. Why does language have this power? Why do words shape 

architecture so profoundly? The answer is not in software. It is in the mind. It is in how humans 

think and communicate. 

We will look at cognitive science. At Sapir and Whorf. At Chomsky and Piaget. At Vygotsky and 

Lakoff. Not because this is a textbook. Because you need to understand why language is not just a 

tool. It is the lens through which you see the entire world of  your software. 
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What Comes Next 

But before you turn the page, sit with this sentence for a while. 

*** 

Architecture is frozen language. 

 

Look at the system you are building right now. Look at the words inside the boxes. Where did they 

come from? Did anyone define them? Does everyone agree? 

If  you are not sure, the foundation is cracked. The rest of  this book will show you how to fix it. But 

first, you have to see the crack. 

 

https://masoudbahrami.com/ldd

