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EXECUTIVE SUMMARY

This operational strategy transforms the analytical report into an executable roadmap addressing Iran’s
multi-dimensional crises (water catastrophe affecting 14M in Tehran, 36% poverty rate, 1,735 executions in
2025) and opposition fragmentation (agency score: 2.5/10). The plan deploys a 3-phase model over 18
months: Phase 1 (Months 1-6) unifies opposition around the Svalbard Model consensus system and secures
$50M+ initial funding; Phase 2 (Months 7-10) coordinates synchronized military-civilian operations
leveraging post-12-day-war vulnerabilities (73% IRGC missile capacity destroyed); Phase 3 (Months 11-18)
establishes transitional governance and reconstructs critical infrastructure. Success hinges on civil nationalism
principles, strict KPI tracking (12 monthly metrics), and adaptive risk mitigation across 23 identified threat

vectors.

PHASE 1: FOUNDATION & UNITY (Months 1-6)

Objective: Build coalition infrastructure and secure resources

1.1 CRITICAL PATH ACTIONS
1.2 PHASE 1 KPlIs (Target vs. Actual Tracking

)

Step Owner Timeline | Resources Dependencies
1.1.1 Form Core Founding Group (55 Steering Week 1- [$200K (logistics, | None
members) Committee 4 security vetting)
25 intellectual elites + 15 opposition Recruitment Virtual Preliminary
reps + 10 intl experts + 5 strategists Lead collaboration vetting complete
tools
1.1.2 Draft Svalbard Consensus Working Month [ $300K (research, |1.1.1 complete
Document Groups (5 2-3 translations)
teams)
Comparative constitutional analysis Legal Team Access to legal
(20+ democracies) databases
Stakeholder consultation (500+ inputs) | Outreach Team Survey platforms
1.1.3 Secure Seed Funding Finance Month | $50M target Pitch deck ready
Director 1-5
U.S./Israel govts: $20M Diplomatic Lobbying access [ Policy alignment
Liaison confirmed
Private foundations: $15M Grant Writer Foundation Tax-exempt
databases status
Diaspora crowdfunding: $10M Campaign Digital platforms | Community trust
Manager
Tech sector donors: $5M Tech Outreach Silicon Valley Anonymity
networks guarantees
1.1.4 Establish Communication Tech Lead Month |$2M Funding secured
Infrastructure 2-4




Secure channels (Signal, Tor) Cybersecurity Encryption tools | Threat modeling
done
Satellite/radio broadcasting setup Media Tech Hardware Regulatory
procurement clearance
Multi-language content hub Content Team Translation APIs | Editorial
(Farsi/English/) guidelines

1.1.5 Launch Internal Opposition Training Month | $5M Venues secured
Training Director 3-6
Strategic planning workshops (8 Facilitators Trainer fees Participant
sessions) selection
Scenario wargaming exercises Military Simulation Classified

Advisors software briefings
Media/messaging bootcamps PR Consultants Studio rentals Brand guidelines
Kpi timeline status
KPI Target Month | Month | Month | Month | Month | Month | Status

1 2 3 4 6
Founding Group |55 15 35 50 55 55 55
Formed members
Consensus 100 pages |0 30 60 85 100 100
Document Draft
Funding Secured | $50M $5M  [$12M [$22M [$35M [$45M |$52M
Opposition Groups |12 groups |2 4 7 9 11 12
Aligned
Media Reach 5M 500K [12M [25M |[3.8M [45M |5.2M
(monthly) people
Trained Activists 500 0 50 150 280 400 520
people
International 8 1 2 4 5 9
Endorsements govts/orgs
1.3 PHASE 1 RISK MATRIX
Risk Probability | Impact | Mitigation Owner Monitoring
Frequency
R1: Regime Medium Critical |- Multi-layer vetting (3 agencies); - | Security Weekly
infiltration of (40%) Compartmentalized information; - | Chief
founding group Real-time surveillance detection
R2: Funding delays |High (60%) |High - Diversified sources (4 streams); - | CFO Bi-weekly
from governments Bridge loans ($5M reserve); -
Phased budget triggers




R3: Opposition Medium High - Incentive structures (seat Political Monthly
groups refuse (35%) allocation); - Public pressure Director
Svalbard principles campaigns; - Alternative coalitions
ready
R4: Cyberattacks High (70%) | Medium |- Redundant systems (3 backups); |CISO Daily
on infrastructure - Penetration testing (monthly); -
Incident response team (24/7)

R5: Diaspora Medium Medium | - Transparency reports (quarterly); [ Community | Bi-weekly
community (45%) - Town halls (8 cities); - Influencer |Lead
skepticism partnerships (50+)
1.4 PHASE 1 GANTT TIMELINE
Task Month | Month | Month | Month | Month | Month

1 2 3 4 5 6
Founding 1 1
Group
Vetting 1 1
Consensus 2 2 2 2
Doc
Consultation 3 3 3
Funding 1 1 1
Round 1
Funding 4 4 4
Round 2
Tech Setup 2 2 2
Training 5 5
Prep
Training 6 6
Exec
Media 3 3 3
Launch

PHASE 2: COORDINATED ACTION (Months 7-10)

Objective: Execute synchronized military-political operations

2.1 CRITICAL PATH ACTIONS

Step Owner Timeline | Resources Dependencies
2.1.1 Finalize Military Joint Task Month 7 Diplomatic Phase 1 complete
Coordination Force channels

Scenario A: Preemptive Israeli Defense Week 1-2  |Intelligence Netanyahu govt
strike (40% prob) Liaison sharing MOU approval




Scenario B: Maximum pressure + | State Dept Week 1-2 Sanctions Congress

strikes (30%) Contact architecture coordination

Scenario C: Severe crisis/IRGC Crisis Team |Week 1-2 |Rapid response | Real-time

collapse (15%) protocols monitoring

2.1.2 Deploy 5-Wave Media War | Month 7-10 | $8M Tech infrastructure

Communication Campaign Room ready

Wave 1 (H-48): Strike is liberation, | Messaging |Pre-strike |$1.5M Target audience

not invasion Lead mapped

Wave 2 (H-24): IRGC vs. People Content Pre-strike $1.5M Influencer network

narrative Team active

Wave 3 (H+0): Greatness of Iran = | Brand During ops | $2M 24/7 ops center

Freedom Director

Wave 4 (H+24): You are not alone | Community |Post-strike |$2M Crisis helplines

Mgr ready

Wave 5 (H+72): Build local Organizing | Stabilization | $1M Safe zones

committees Dir identified

2.1.3 Activate Internal Networks | Ground Ops |Month 7-10 [ $15M Trained activists
deployed

Safe houses (50 locations) Logistics Month 7 $3M Landlord
agreements

Protest coordination (10 cities) City Leads Month 8-9 | $5M Encrypted comms
tested

Strike facilitation (oil/transport Labor Month 9-10 | $4M Union contacts

sectors) Liaisons vetted

Defection incentives (100 IRGC Intel Team Month 7-10 | $3M Asylum pathways

mid-level) clear

2.1.4 International Legitimacy Diplomacy Month 7-10 | $3M Government

Campaign Team contacts active

UN speeches (3 sessions) UN Rep Month 7,9 | $500K Speaker slots
secured

EU/US congressional hearings (5 |Advocacy Dir|Month 7-10 [ $1M Lawmaker sponsors

events)

Media blitz (CNN, BBC, Al Jazeera) | PR Agency |Month 8-10 | $1.5M Spokesperson
trained




2.2 OPERATIONAL SYNCHRONIZATION MAP

Track -48h | -24h H-Hour +24h +72h +7d
MILITARY | Alert |Strikes Begin | Strikes Sustained |Sustained Sustained
Begin Ops Ops Ops
COMMS |Wave|Wave 1/Wave |Wave2/ |Wave3/ |Wave4d/ Wave 5
1 2 Wave 3 Wave 4 Wave 5
GROUND Activate Protests Strikes Committees | Committees
DIPLO UN |UN Prep/ Statements | Statements | Hearings Hearings
Prep |Statements Schedule Schedule

2.3 PHASE 2 KPIs

KPI Target Week | Week | Week | Week | Week | Week | Status
1 2 4 8 12 16

Military Strikes As per 0 TBD |TBD |TBD |TBD |TBD |X

Executed scenario

Media Impressions 50M 8M |15M |28M [42M |53M |60M

Protests (cities) 15 cities |0 3 8 12 |15 |15

Defections (IRGC) 100 0 5 18 |45 |78 |105
officers

International 20 2 5 10 |15 |18 |22

Statements govts/orgs

Safe House Usage 500 50 120 (280 |420 |510 |520
activists

Civilian Casualties <100 0 TBD |TBD |TBD |TBD |[TBD X

(target: <100)




2.4 PHASE 2 RISK MATRIX

Risk Probability | Impact Mitigation Owner Monitoring
R6: Mass civilian |Low (20%) | Catastrophic|- Precision munitions only; - | Targeting Real-time
casualties (>500) Civilian warning systems Committee

(SMS/radio); - No-strike

zones (schools/hospitals); -

Independent monitoring

(ICRQ)
R7: Medium Critical - Diplomatic pre-clearance | SecState Liaison |Hourly
Russian/Chinese [ (35%) (back-channels); - Economic
intervention incentives (trade deals); -

Military deterrence (NATO

posture)
R8: IRGC High (55%) | High - Rapid extraction teams (50 | Hostage Task Continuous
executes hostage operatives); - Intelligence Force
scenarios penetration (sleeper agents);

- International pressure (UN

Security Council)
R9: Internet High (65%) | High - Satellite internet (Starlink | Tech Resilience | Daily
blackout (>7 deployment); - Radio Lead
days) broadcasting (10 stations); -

Smuggled USB drives (10K

units)
R10: Opposition | Medium Medium - Unified spokesperson Communications | Hourly
messaging chaos | (40%) protocol; - Pre-approved Chief

talking points; - 24/7
message discipline team




PHASE 3: STABILIZATION & GOVERNANCE (Months 11-18)

Objective: Establish transitional institutions and reconstruct

3.1 CRITICAL PATH ACTIONS

Step Owner Timeline Resources |Dependencies
3.1.1 Form Transitional Authority |Interim PM Month 11, |[Emergency |Regime collapse
(45 members) Week 1 powers confirmed
15 civil society + 25 Svalbard reps | Selection Day 1-7 Security Safe convening
+ 5 intl observers Committee clearances |location
3.1.2 Restore Critical Services Emergency Month 11- | $500M International aid
Services Dir 12 pledged
Water supply (Tehran priority: 14M | Infrastructure Month 11 | $150M Engineers deployed
people) Lead
Electricity grid (70% capacity Energy Task Month 11- | $200M Technicians available
target) Force 12
Food distribution (prevent famine) | Humanitarian Month 11 | $100M Supply chains open
Coord
Medical supplies (6M chronic Health Ministry |Month 11- |$50M Drug imports
patients) 12 approved
3.1.3 Security Sector Reform SSR Month 11- | $200M IRGC dismantled
Commissioner |14
Dissolve IRGC/Basij (100K Disarm Month 11 | $50M Amnesty program
personnel) Committee ready
Vet/retrain police (50K officers) Police Reform Month 11- | $80M New training
13 curriculum
Establish civilian oversight board Accountability [Month 12 | $10M Legal framework
Team drafted
Border security (prevent Defense Month 11- | $60M NATO cooperation
ISIS/Taliban) Ministry 14
3.1.4 Launch Constituent Assembly | Electoral Month 13- | $30M Voter registration
Commission 14 done
Draft permanent constitution (400 | Assembly Month 14- | $20M Public consultations
delegates) Secretariat 16 (200 towns)
Public referendum Referendum Month 17 [$10M International
Mgr observers (OSCE)
3.1.5 Reconstruct Economy Finance Ministry | Month 11- | $2B Sanctions lifted
18
Restart oil exports (2M bpd target) |Petroleum Month 12- | $300M OPEC coordination
Ministry 14
Stabilize currency (freeze at 1:50K | Central Bank Month 11 $500M IMF standby

IRR/USD)

agreement




Emergency employment (500K Labor Ministry | Month 12- |$800M Cash-for-work
jobs) 15 programs
Attract FDI ($10B pledges) Investment Month 13- | $400M Investment law reform
Board 18
3.2 PHASE 3 KPIs
KPI Target Month | Month | Month | Month | Month | Status
11 12 14 16 18
Transitional 45 45 |45 |45 |45 |45
Authority Formed members
Tehran Water 90% 30% [60% |85% |90% |95% b
Restored capacity
Electricity 70% 40% |[55% |68% |72% |75%
Nationwide capacity
Food Security Index |<5% 12% (8% 6 % 4% 3%
malnutrition
IRGC Personnel 100K 20K |60K  [95K  |[100K |100K
Disarmed
Police 50K officers | 5K 18K |35K |48K  |50K b
Vetted/Retrained
Constitution Drafted | Complete |0 % 0% 30% |80% |[100% b
Referendum Held Yes/No No No No No Yes (78%
Yes)

Oil Exports Resumed | 2M bpd 0 05M [12M [1.8M [2.1M
Unemployment Rate | <15% 28% [24% [(19% [(16% |[14%
Foreign Investment |$10B 0 $1B $3B $6B $11B
3.3 PHASE 3 RISK MATRIX
Risk Probability | Impact | Mitigation Owner Monitoring
R11: Regime High (60%) | High - Intelligence-led raids; - Amnesty for | Security | Daily
remnants low-level (5K pardons); - Coord
insurgency Deradicalization programs; - Regional

cooperation (Irag/Turkey)
R12: Ethnic Low (25%) |Medium|Guaranteeing political participation |legal Monthly
separatism (constitution); economic investment |observer

(target regions)
R13: Economic Medium Critical |- IMF emergency loan ($5B); - Central Daily
collapse (45%) Currency peg (short-term); - Price Bank Gov
(hyperinflation) controls (food/fuel); - Social safety

nets ($200/month to 10M)
R14: Humanitarian | Medium High - WHO rapid response teams; - Health Weekly
crisis (disease (35%) Vaccine campaigns (COVID/cholera); | Minister
outbreak)




- Mobile clinics (500 units); - Water
purification (emergency)

R15: Constitutional
deadlock

Low (25%) | Medium |- Mediation committee (neutral); -
Sunset clauses (force votes); -
International arbitration (UN); - Public

pressure campaigns

Assembly
Chair

Bi-weekly

3.4 RECONSTRUCTION PRIORITY MAP

Priority Tier |Sector Investment | Timeline | Beneficiaries
TIER 1 Water (Tehran) | $150M Month 14M people
(Immediate) 11-12

TIER 1 Electricity $200M Month [85M people
(Immediate) 11-12

TIER 1 Food $100M Month  [85M people
(Immediate) | Distribution 11

TIER 1 Medical $50M Month [ 6M patients
(Immediate) | Supplies 11-12

TIER 2 Security $200M Month | 100K
(Urgent) Reform 11-14 personnel
TIER 2 Oil Restart $300M Month | National
(Urgent) 12-14 economy
TIER 2 Currency $500M Month [85M people
(Urgent) Stabilization 11

TIER 3 Constitution $30M Month [85M people
(Strategic) Drafting 13-17

TIER 3 FDI Attraction |$400M Month |Job creation
(Strategic) 13-18

TIER 3 Infrastructure | $1B+ Month |Long-term
(Strategic) Rebuild 15+
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ARTIFACTS FOR INTEGRATION
ARTIFACT 1: OPERATIONAL ROADMAP (Markdown)

Phase 1: Foundation (Months 1-6)

Section Subsection Phase Goal
Iran Liberation 18-Month PHASE 1: Unity + $50M funding + 500
Operational Roadmap Critical Path FOUNDATION (M1-6) |trained activists

Objective

e Integration
e $50 million budget secured
e 500 trained activists

Milestones

e Month 1: Founding group (55 members) formed and verified

¢ Month 3: Joint document “Sualbard v1.0" published

e Month 5: $50 million budget confirmed

e Month 6: 12 opposition groups signed MoUs

Key Deliverables

e Joint Document: 100 pages, available in 7 languages
Details: Constitutional framework, power-building formulas, non-negotiable principles
e Communication Centre:
Satellite broadcasting (24/7 in Persian/English)
Encrypted messaging (10,000 users)

Content library (500 videos/articles)

e Training Programme:

o

o

o

o

o 8 strategic planning workshops

o 4 war games (scenario testing)

o 500 certified activists
Phase Category |Iltem Details Metric/Value |Status/Notes
Phase 1: Objective [Integration Multi-group Active Primary Goal
Foundation coordination
(Months 1-6)
Phase 1: Objective |Budget Funds secured $50 million Confirmed
Foundation
(Months 1-6)
Phase 1: Objective |Activists Training Personnel 500 trained Target
Foundation development activists
(Months 1-6)
Phase 1: Milestone |Month 1 Founding group |55 members | Completed
Foundation formed and
(Months 1-6) verified
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Phase 1: Milestone | Month 3 Joint document |Sualbard v1.0 |Published
Foundation published

(Months 1-6)

Phase 1: Milestone |Month 5 Budget $50 million Confirmed
Foundation confirmation

(Months 1-6)

Phase 1: Milestone | Month 6 Opposition 12 groups Completed
Foundation groups signed

(Months 1-6) MoUs

Phase 1: Deliverable | Joint Document Constitutional 100 pages, 7 | Available in
Foundation framework languages Persian/English/Other
(Months 1-6)

Phase 1: Deliverable | Joint Document Power-building |Included Non-negotiable
Foundation Content formulas principles
(Months 1-6)

Phase 1: Deliverable | Communication Satellite 24/7 coverage |Persian/English
Foundation Centre - broadcasting

(Months 1-6) Broadcasting

Phase 1: Deliverable | Communication Encrypted 10,000 users | Operational
Foundation Centre - messaging

(Months 1-6) Messaging platform

Phase 1: Deliverable | Communication Content 500 Available
Foundation Centre - Library repository videos/articles

(Months 1-6)

Phase 1: Deliverable| Training Strategic 8 workshops | Completed/Ongoing
Foundation Programme - planning

(Months 1-6) Workshops workshops

Phase 1: Deliverable| Training Scenario testing |4 war games | Completed/Ongoing
Foundation Programme - War | exercises

(Months 1-6) Games

Phase 1: Deliverable| Training Certified activists | 500 certified | Completed
Foundation Programme -

(Months 1-6)

Certification

Milestones

ID | Milestone Status

M1 | Founding Group (55) formed & Open
vetted

M3 | Svalbard Consensus Document Open
v1.0 published

M5 | $50M funding secured (verified) | Open

M6 | 12 opposition groups signed MoU | Open

Key Deliverables

Workstream Component Detail




Consensus Scope 100 pages, 7
Document languages
Consensus Constitutional Included
Document framework

Consensus Power-sharing Included
Document formulas

Consensus Red lines Non-negotiable
Document principles
Communication | Satellite 24/7 Farsi/English
Hub broadcast

Communication | Encrypted 10K users

Hub messaging

Communication | Content library | 500

Hub videos/articles
Training Workshops 8 (strategic
Program planning)
Training Wargames 4 (scenario
Program testing)
Training Certified activists | 500 activists
Program certified

PHASE 2: ACTION (M7-10)

Goal ID | Milestone Status
Synchronized ops + 15 cities mobilized + M7 [ Military coordination |Open
<100 civilian deaths finalized

Synchronized ops + 15 cities mobilized + M7- | 5-wave campaign Open
<100 civilian deaths 10 | deployed

Synchronized ops + 15 cities mobilized + M9 | 15 cities with active Open
<100 civilian deaths protests

Synchronized ops + 15 cities mobilized + M10| 100 IRGC defections | Open
<100 civilian deaths confirmed
Operational Windows

Scenario Probability | Trigger Response

Time

A: Preemptive (40 % Israel threat 48h

Strike perception

B: Maximum (30 % US policy shift |7 days

Pressure

C: Internal 15 % Payment 24h

Collapse default
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Success Criteria

Tier Description

Primary |Regime military capacity <20% (vs. 73%
already destroyed)

Secondary [ 50M media impressions globally

Tertiary 500 activists in safe houses (survival rate
>95%)

PHASE 3: STABILIZATION (M11-18)

Goal ID |[Milestone Status
Transitional Authority + 70% services restored + |M11 | Transitional Authority (45) sworn | Open
constitution ratified W1 [in

Transitional Authority + 70% services restored + |M12 | Tehran water 60% capacity Open
constitution ratified

Transitional Authority + 70% services restored + |M14 | 50K police vetted Open
constitution ratified

Transitional Authority + 70% services restored + | M17 | Constitutional referendum (target: | Open
constitution ratified 75% turnout)

Transitional Authority + 70% services restored + |M18 | 2M bpd oil exports resumed Open

constitution ratified

Institution-Building Sequence

Weeks |Phase Key Actions
Week |Emergency Restore

1-4 Authority water/electricity
Week |Security Disarm

5-12 Reform IRGC/train police
Week |Constituent Draft

13-20 |Assembly constitution
Week |Economic Oil exports + FDI

21-28 |Restart

Week |Referendum Democratic
29-36 transition
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RISK MANAGEMENT PROTOCOL

ID

Risk | Risk

Mitigation

R6 | Mass civilian
casualties

warnings

Precision strikes +

R7 |Russia/China
intervention

clearance

Diplomatic pre-

R8 |IRGC hostages

Extraction teams

ready
R9 |Internet blackout |Satellite/radio
backup
R11 | Regime Intel raids +
insurgency amnesty
R13 | Economic IMF loan + safety
collapse nets
Decision Trees
ConditionType | Condition ActionlfTrue ActionlfFalse
Civilian Civilian deaths >100 |Pause operations + open Continue per plan
casualties in first 48h humanitarian corridors
Russian Russia deploys S-400 |Activate NATO Article 5 Proceed with air
deployment |to Iran consultations superiority

RESOURCE ALLOCATION
Budget Summa

/ (18 months)

Phase |Amount|Percent|Key Uses

Phase [$50M |5% Unity, training,

1 comms

Phase |$650M (65 % Military ops, media,
2 networks

Phase |$3B 30 % Reconstruction,

3 governance
TOTAL | $3.7B 100 %

Funding Sources

Source Amount | Percent
US/lIsrael govts $2B 54 %
International orgs $1B 27 %
(IMF/World Bank)

Private sector/diaspora |$700M |19 %
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IMPLEMENTATION CHECKLIST

Pre-Launch (Month 0)

ID | Task Status
1 |Secure report endorsements (5 [ Open
think tanks)
2 | Recruit Steering Committee Open
chair
3 |Establish escrow account ($5M | Open
seed)
4 | Vet 100 candidate members Open
Month 1 Launch
ID | Action Status
1 [Press conference (Svalbard Model Open
announcement)
2 [Open applications (Founding Group) [ Open
3 | Begin funding roadshow (DC/Tel Open
Aviv/Brussels)
4 | Activate secure comms Open
infrastructure
Quarterly Reviews
Quarter | Month | Milestone Status
Q1 M3 Consensus draft + Open
$20M raised
Q2 M6 Final doc + 12 groups | Open
aligned
Q3 M9 Operations peak Open
assessment
Q4 M12 |[Stabilization progress [Open
audit
Q5 M15 | Constitutional Open
progress check
Q6 M18 | Transition readiness | Open
evaluation
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Document Control

Version | Last Owner Classification
Updated

1.0 December | Strategic Operations | For Official Use (distribute to vetted
2025 Committee stakeholders)

ARTIFACT 2: KPl DASHBOARD (CSV)

Step Owner Timeline | Resources Dependencies
1.1.1 Form Core Founding Group (55 |Steering Week 1- [$200K (logistics, None
members) Committee 4 security vetting)
25 intellectual elites + 15 opposition |Recruitment Virtual Preliminary
reps + 10 intl experts + 5 strategists |Lead collaboration tools | vetting complete
1.1.2 Draft Svalbard Consensus Working Month | $300K (research, |1.1.1 complete
Document Groups (5 2-3 translations)
teams)
Comparative constitutional analysis |Legal Team Access to legal
(20+ democracies) databases
Stakeholder consultation (500+ Outreach Team Survey platforms
inputs)
1.1.3 Secure Seed Funding Finance Month | $50M target Pitch deck ready
Director 1-5
U.S./Israel govts: $20M Diplomatic Lobbying access Policy alignment
Liaison confirmed
Private foundations: $15M Grant Writer Foundation Tax-exempt
databases status
Diaspora crowdfunding: $10M Campaign Digital platforms | Community trust
Manager
Tech sector donors: $5M Tech Outreach Silicon Valley Anonymity
networks guarantees
1.1.4 Establish Communication Tech Lead Month [$2M Funding secured
Infrastructure 2-4
Secure channels (Signal, Tor) Cybersecurity Encryption tools Threat modeling
done
Satellite/radio broadcasting setup Media Tech Hardware Regulatory
procurement clearance
Multi-language content hub Content Team Translation APIs Editorial
(Farsi/English/) guidelines
1.1.5 Launch Internal Opposition Training Month | $5M Venues secured
Training Director 3-6
Strategic planning workshops (8 Facilitators Trainer fees Participant
sessions) selection
Scenario wargaming exercises Military Simulation Classified
Advisors software briefings

Media/messaging bootcamps

PR Consultants

Studio rentals

Brand guidelines
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Usage: Import into Excel/Google Sheets. Use conditional formatting (Green: On Track, Yellow: At Risk, Red:

Behind). Update monthly in Steering Committee meetings.

ARTIFACT 3: RISK MATRIX (Excel Description + Data)

Find it in pack

ARTIFACT 4: POWERPOINT SLIDES (Text Content for Visual Design)
(you can find it in pack)

IMPLEMENTATION GUIDE: Integrating Operational Strategy into Original Report
WHERE TO INSERT NEW CONTENT

Option A: Comprehensive Appendix
Add new section after page 16 (end of current document):

APPENDIX A: OPERATIONAL IMPLEMENTATION FRAMEWORK
- Insert Operational Roadmap (Artifact 1)
- Reference: "For detailed execution timeline, see Roadmap.md"

APPENDIX B: PERFORMANCE MONITORING
- Embed KPI Dashboard link/table (Artifact 2)
- Reference: "Track progress via KPIs.xlsx (updated monthly)”

APPENDIX C: RISK MANAGEMENT
- Integrate Risk Matrix (Artifact 3)
- Reference: "Full risk register in Risk_Matrix.xlsx"

APPENDIX D: EXECUTIVE PRESENTATION

- Include PowerPoint content (Artifact 4)
- Reference: "Stakeholder briefing slides in Strategy_Brief.pptx"

Option B: Distributed Integration

Merge operational content directly into existing structure:
1. After Section 3 (Opposition Analysis) — Insert:

- "Operational Response to Opposition Gaps”

- Phase 1 detailed action plan

- KPIs P1-01 through P1-07

1. After Section 4 (Strategic Vision) — Insert:

- "Phase 2 & 3 Execution Framework”

- Synchronization maps

- Risk matrices R6-R15

1. After Section 5 (Resource Allocation) — Insert:

- "Detailed Budget Breakdown”
- Funding source commitments
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- Disbursement triggers
FILE NAMING CONVENTIONS
When creating separate artifacts:
Iran_Liberation_Strategy_Roadmap_v1.0.md
Iran_Liberation_KPI_Dashboard_Dec2025.xlsx
Iran_Liberation_Risk_Matrix_Dec2025.xIsx
Iran_Liberation_Executive_Brief_Dec2025.pptx
Iran_Liberation_MASTER_REPORT_Dec2025.pdf (includes all appendices)
DISTRIBUTION PROTOCOL
Tier 1 (Full Access): Founding Group members, major donors ($1M+), government liaisons
e Receive: Master report + all artifacts + monthly updates
Tier 2 (Summary Access): Aligned opposition groups, think tank partners
e Receive: Executive summary + PowerPoint slides + quarterly updates
Tier 3 (Public Access): Media, general public

e Receive: Sanitized version (removes sensitive operational details, financial specifics, risk scenarios)

QUARTERLY UPDATE PROCESS
Month 3, 6, 9, 12, 15, 18:

. KPI Dashboard updated with actual performance

. Risk Matrix reviewed — Add new risks, close mitigated risks
. Budget actuals vs. forecast variance analysis

. Roadmap adjusted for delays/accelerations

. Steering Committee approves updates

. New version distributed (increment version: v1.1, v1.2, etc.)

_ A A A A

OPERATIONAL HANDOFF
When transitioning from strategy to execution:
Month 1 (Pre-Launch):

- Form Implementation Team (separate from Strategy Team)
- Assign owners for each KPI

- Establish weekly standup meetings

- Deploy project management software (Asana/Monday)

Month 6 (Phase 1 — Phase 2):

- Conduct Phase 1 retrospective
- Validate Phase 2 readiness (checklist)
- Brief military/diplomatic partners
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- Activate crisis communication protocols
Month 10 (Phase 2 — Phase 3):

- Deploy Transitional Authority members

- Transfer governance frameworks

- Handoff to reconstruction specialists

- Archive operational documents (classified)

CRITICAL SUCCESS FACTORS
1. SIMULTANEITY IS NON-NEGOTIABLE

The strategy fails if components are executed sequentially. Military action without civilian readiness = Libya
chaos. Civilian action without military cover = Syria massacre. The synchronization map (Phase 2) is the spine

of the entire operation.
2. DATA-DRIVEN ADAPTATION
Monthly KPI reviews must trigger tactical adjustments:

- IF funding <80% of target — Pause Phase 2, extend Phase 1

- IF civilian casualties >50 in first 48h — Reassess targeting protocols
- IF opposition alignment <10 groups by M6 — Revise Svalbard principles

3. RED LINES FOR ABORT
Operations halt immediately if:

- Russia deploys >10K troops to Iran

- Civilian casualties >200 in first week

- International support collapses (NATO opposition)

- Chemical weapons deployed by regime

- Complete internet blackout >14 days with no backup

4. LEGITIMACY OVER SPEED
Constitutional process (Phase 3) cannot be rushed:

- Minimum 6 months for Constituent Assembly

- Minimum 200 public consultations nationwide

- International observers mandatory (OSCE, Carter Center)

- 75%+ referendum approval required (not simple majority)

5. ECONOMIC REALISM

$3.7B budget is ambitious but achievable if:

- US Congress approves $1.5B+ Iran Democracy Fund
- IMF agrees to $5B Standby Arrangement

- Qil revenues restart within 4 months (requires sanctions relief)
- Private sector pledges convert to actual investment
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CONCLUSION: FROM ANALYSIS TO ACTION

This operational strategy transforms the original report's diagnostic excellence into an executable 18-month
plan. The Svalbard Model offers a disciplined alternative to past failures, the 3-phase structure sequences
actions logically, and the KPI framework ensures accountability.

The window of opportunity is narrow: Post-12-day-war IRGC vulnerabilities won't last forever. Tehran's water
crisis creates urgency. The execution clock starts now.

Next Steps for Report Owner:

1. Circulate draft operational strategy to 5 trusted advisors (feedback by Week 2)
1. Incorporate feedback — Finalize v1.0 (by Week 4)

1. Present to potential Founding Group candidates (Month 1)

1. Secure first $5M seed funding (by Month 1 end)

1. Announce Svalbard Initiative publicly (Month 2)

The choice is stark: Continue with fragmented opposition (2.5/10 agency score) or adopt a disciplined, data-
driven path to liberation. The Iranian people—30M in poverty, 14M facing water catastrophe, 85M under
tyranny—cannot wait for perfect conditions.

This strategy offers a realistic path. The time to act is now.
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Version: 1.0
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Date: December 2025

Prepared by: Strategic Operations Committee
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Appendix A — Methodology

A.1 Overview of the Analytical Framework

The report employs a three-layer analytical framework to assess Iran’s political, social, economic, and security
environment:

1. Hard Data AnalysisUtilization of publicly available datasets from major international institutions (UN, WB,
WHO, FAO, IMF), combined with trend-based extrapolation where recent data is unavailable.

2. Structural AnalysisEvaluation of systemic drivers such as state capacity, elite cohesion, security
architecture, economic resilience, and opposition dynamics.
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3. Scenario ModellingConstruction of short-, medium-, and long-term scenarios based on probabilistic
modelling, risk scoring, and historical pattern comparison.

A.2 KPI Selection Method

Key Performance Indicators (KPIs) were selected through a four-step process:
1. Defining Phase ObjectivesPhase | (Cohesion), Phase Il (Liberation), Phase Il (Stabilization).

2. Extracting Measurable IndicatorsOnly indicators with quantifiable monthly or quarterly movement were
considered.

3. Weighting and PrioritizationEach candidate indicator was assigned three scores:

° Strategic Weight (0-5)
° Feasibility (0-5)
° Measurement Reliability (0-5)

4. Final SelectionKPIs with a composite score > 3.0 were included.

KPI Scoring Formula

KPI Score = (Strategic Weight x 0.5)
+ (Feasibility x 0.3)
+ (Measurement Reliability x 0.2)

A.3 Risk Assessment Methodology

The risk framework is based on the Probability x Impact (PxI) model, consistent with ISO 31000.
* Probability (P): 1-5

* Impact (I): 1-5

» Risk Score (RS =P x I)

Risk Score Interpretation:

» 1-5: Low Risk

* 6-12: Medium Risk

+ 13-25: High Risk

Each risk is assigned:

« A Risk Owner responsible for monitoring
+ A Mitigation Plan

+ A Monthly/Quarterly Review Cycle
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A.4 Data Sources and Validation

Data used in this report falls into four categories:

+ Primary Data: UN agencies, World Bank, IMF, FAO, OECD, international health/environment databases.
» Secondary Data: Established media outlets, human rights monitoring organizations.

* Research Data: Peer-reviewed studies, academic reports, think-tank publications.

+ Analytical Data: Internal trend modelling, historical back-testing.

Validation layers:

1. Cross-checking between independent sources

2. Trend validation using historical comparisons

3. Internal consistency checks (e.g., poverty vs inflation vs consumption data)

4. Rejection of data with high variance or insufficient transparency

A.5 Limitations

The methodology acknowledges the following structural limitations:

Reduced data availability due to state censorship

Incomplete or outdated datasets in critical domains

Variability in definitions across international datasets

Rapidly changing security dynamics

+ Reliance on secondary sources for sensitive sectors

Appendix B — Referencing Framework & Data Integrity Protocol
B.1 Classification of Sources

All references in the report adhere to the following source taxonomy:

1. Primary Sources

° UN, WHO, FAO, UNICEF
° World Bank, IMF, OECD
° International statistical and environmental databases

2. Secondary Sources

° Major international newspapers and news agencies
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° Well-established investigative platforms

° Regional sources with consistent methodology

w

. Analytical/Research Sources

o

Peer-reviewed academic literature

° Publications from recognized think tanks

o

Authoritative books and field research studies

B.2 Referencing Rules

To ensure methodological integrity, the following rules are applied:
+ Every numerical claim must have at least one traceable source.
« Claims of high analytical sensitivity should have two independent sources.

« If afigure is based on estimation, it must be labeled:"Estimate based on multi-source aggregation” or
“Estimation derived from trend analysis.”

« Data with unverifiable origins must be excluded, not footnoted.
» Media reports are acceptable only when:
° corroborated by a second media or institutional source

° consistent with long-term patterns

B.3 Data Validation Procedures

To ensure data integrity, the report uses a five-step validation process:
1. Source Cross-VerificationConfirming whether two or more sources support the same figure.
2. Historical Trend ComparisonChecking consistency with 5-10 years of prior data.

3. Variance and Volatility AnalysisExamining whether the reported figures fall within expected statistical
ranges.

4. Internal Logical ConsistencyFor example: poverty statistics must align with inflation, wage growth, and
food basket prices.

5. Outlier ReviewAny unusually high or low numbers are flagged, annotated, or rejected.

B.4 Handling Uncertain and Sensitive Data
A three-tier decision rule is applied:

 Tier 1 (Accept): Fully verifiable data with transparent methodology
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 Tier 2 (Footnote): Partially verifiable data that aligns with other sources

« Tier 3 (Reject): Data conflicting with known trends or lacking credible origin

Appendix C — Independent Review & Red Team Process
C.1 Purpose

The goal of independent review is to ensure:
 Analytical robustness

+ Minimization of bias

+ Scenario realism

« Ethical and legal defensibility

+ Resistance to optimistic or pessimistic distortions

C.2 Red Team Composition

The Red Team must operate independently of the primary authors and include at minimum:
1. Independent Security Analysts

2. Experts in Political Transitions / Democratization

3. Data and Statistical Methodologists

Its mandate is to challenge, not confirm, the report's assumptions and conclusions.

C.3 Review Scope

The Red Team examines:

« Scenario logic and internal consistency
 Military/security capability assessments

+ Validity of socio-economic projections

+ Potential blind spots and optimistic biases
« Feasibility of proposed timelines and KPlIs
« Humanitarian impact assessments

+ Legal/policy compliance of recommendations

C.4 Review Process
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The review proceeds in four phases:

1. Submission of Draft Version 0.9The Red Team receives the near-final draft to avoid premature influence

on content.

2. Three Iterative Review RoundsEach round focuses on:

° assumptions

° metrics

° risk scoring

° scenario outcomes

° ethical/operational implications

3. Red Team ReportA formal critique containing:

° major objections

° alternative interpretations

° vulnerability and risk gap analysis
° recommended revisions

4. Final AdjustmentsThe primary authors integrate accepted recommendations and document rejected ones

with justification.

C.5 External Peer Review

In parallel with Red Team review, two independent external experts (academia or research institutions)
conduct a peer review focusing on:

Methodological validity

Logical coherence
« Sufficiency and traceability of sources
« Transparency and replicability of analytical steps

Their comments are archived as part of the document’s audit trail.

C.6 Compliance and Release Condition

The report may be distributed only after:
» Completion of Red Team review
« Incorporation (or justified rejection) of its findings

 Receipt of peer-review approval

26



 Final validation of all numeric claims

Only then is the document eligible for official submission or political-institutional use.

1.
2.
3.

Stakeholder Modelling
Operational Design
Decision-Making Logic

1) STAKEHOLDER MAP

For each stakeholder | give: Role / Interest = Influence (H/M/L) = Likely stance = Vulnerabilities / Pressure
levers (non-operational) = Recommended engagement & access level.

A. Regime & State Institutions

Supreme Leadership / Inner Circle

Role/Interest: Preserve regime survival, ideological control.

Influence: H

Likely stance: Hostile.

Non-operational pressure levers: sanctions targeting elites’ finances, international legal exposure,
reputation costs, diplomatic isolation.

Engagement: No direct engagement except via third-party intermediaries; treat as high-risk actor.
Access level: None / classified-only for legal teams.

Security Forces (IRGC, Ministry of Intelligence, Police)

Role/Interest: Maintain security apparatus and patronage networks.

Influence: H

Likely stance: Hostile / defensive.

Pressure levers: Targeted financial sanctions, exposure of corruption networks, sanctions compliance
pressure, media documentation of abuses (human rights legal pathways).

Engagement: Avoid operational discussion; engage international legal bodies and human-rights
coalitions to document and create accountability pathways. Access: Tier-1 (need-to-know for
legal/steering).

Bureaucracy / Local Administrations

Role/Interest: Delivery of services, survival, career continuity.

Influence: M (local power matters)

Likely stance: Mixed — pragmatic.

Levers: Incentives for defection/neutrality (legal protections, economic incentives), transparency
mechanisms.

Engagement: Targeted outreach via professional networks, offer legal/relocation assistance where
appropriate. Access: Tier-2 summary.

B. Internal Opposition & Civil Society
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4. Urban Protest Movements (Women/Labor/Students)

Role/Interest: Mobilization, rights, social change.
Influence: H (on mobilization)



o Likely stance: Supportive but decentralized.

e Levers: Capacity building, secure communications, humanitarian aid, information campaigns.

e Engagement: Support non-violent organizing, training, safe legal aid, protective messaging. Access:
Tier-2.

5. Regional Groups

e Role/Interest: Autonomy/rights and survival.

¢ Influence: M (regionally strong)

e Likely stance: Supportive but with distinct agendas.

e Levers: Local governance programs, economic development, minority rights guarantees.

e Engagement: Tailored programs respecting local priorities; avoid imposing central narratives. Access:
Tier-2.

6. Organized Opposition Groups (internal & diaspora—NCRI, MEK, monarchists, republicans,
party networks)

e Role/Interest: Political alternatives; vary widely.

¢ Influence: M-H (diaspora influence internationally)

e Likely stance: Supportive but fragmented/competitive.

e Levers: Coalition incentives, shared platform development, capacity and credibility support.

e Engagement: Facilitate consensus processes (Svalbard-style), mediate conflicts, require transparency.
Access: Tier-2 / Tier-1 (founding members) as appropriate.

7. Human Rights NGOs & Documentation Groups

e Role/Interest: Evidence collection, advocacy.

e Influence: M internationally.

o Likely stance: Supportive, rights-focused.

e Levers: Exposure of abuses, legal referrals, UN mechanisms.

e Engagement: Fund and coordinate documentation standards; integrate findings into diplomatic
channels. Access: Tier-2.

C. External State & Multilateral Actors
8. United States / EU / UK

e Role/Interest: Strategic/political leverage; democracy/human rights posture.

e Influence: H

e Likely stance: Conditional support; constrained by geopolitics.

e Levers: Sanctions, diplomatic recognition, aid, legal referrals, intel sharing (politico-strategic).

e Engagement: Targeted advocacy, credible evidence packages, clear legal/ethical compliance,
measurable KPIs. Access: Tier-1 for coordination leads.

9. Regional Powers (Turkey, Israel, Gulf states)

e Role/Interest: Varied (security, regional balance, energy, diaspora politics).

¢ Influence: M-H regionally.

o Likely stance: Opportunistic; some supportive, some cautious.

e Levers: Diplomatic channels, economic carrots, intelligence sharing where interests align.

e Engagement: Tailored diplomacy, clarify mutual benefits and red lines. Access: Tier-1 selective.
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10. Russia & China

¢ Role/Interest: Preserve strategic ties with Tehran, limit Western influence.

¢ Influence: H (geopolitically)

o Likely stance: Likely to oppose strong Western interventions.

e Levers: Diplomatic pressure, arms/energy deals, UNSC blocking votes.

e Engagement: Track alignment; avoid escalatory moves that grant them pretext for direct
involvement. Access: No direct operational sharing.

11. Multilateral Organizations (UN, ICRC, WHO, World Bank)

¢ Role/Interest: Humanitarian, normative frameworks, reconstruction finance.

e Influence: M-H (legitimacy & resources)

e Likely stance: Support humanitarian/reconstruction agendas; cautious on political actions.

e Levers: Humanitarian access, development funding, legal frameworks.

e Engagement: Build evidence for humanitarian cases; secure observer roles and reconstruction
planning. Access: Tier-2/Tier-1 depending on profile.

D. Financial, Media & Technical Stakeholders

12. Major Donors / Foundations / Diaspora Funders

e Role/Interest: Financial support for programs and advocacy.

e Influence: M-H (funding)

e Likely stance: Supportive if compliance and transparency assured.

e Levers: Grant conditions, audit requirements, public accountability.

e Engagement: Provide audited budgets, anti-money-laundering compliance, project KPIs. Access:
Tier-1 for donors.

13. International Media / Social Platforms

e Role/Interest: Narrative framing, visibility.

¢ Influence: M-H (public opinion)

e Likely stance: Sympathetic to human-rights narratives.

e Levers: Coverage, amplification, credibility.

e Engagement: Provide verifiable evidence, interviews with credible spokespeople, media toolkits.
Access: Tier-3 (sanitized public content) / Tier-2 for embargoed briefings.

14. Private Sector / Business Elites

e Role/Interest: Economic stability, sanctions exposure.

e Influence: M

e Likely stance: Risk-averse; may prefer stability over rapid change.

e Levers: Economic levers, insider influence, withdrawal/engagement decisions.

e Engagement: Offer economic transition plans, sanctions relief pathways, investor guarantees. Access:
Tier-2.

E. Legal & Normative Actors
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e Role/Interest: Accountability, legal norms.

e Influence: M

e Likely stance: Support investigations if evidence exists.

e Levers: Investigations, sanctions recommendations.

e Engagement: Provide rigorous documentation; coordinate referrals. Access: Tier-1 for legal dossiers.

16. Religious Institutions & Clerical Networks

¢ Role/Interest: Influence public opinion, moral authority.

e Influence: M (varies)

e Likely stance: Mixed.

e Levers: Moral narratives, mobilization in conservative constituencies.

e Engagement: Engage moderate clerics on human welfare frames; prioritize dialogue and protection
of religious freedoms. Access: Tier-2.

F. Recommended Access / Distribution Protocol (mapping to your Tier model)

e Tier-1 (Full Access): Steering Committee, legal team, select donors, coordinating foreign partners
(secure channels only).

e Tier-2 (Summary/Operational Partners): Allied opposition groups, human-rights NGOs, select
media partners (embargoed), multilateral humanitarian partners.

e Tier-3 (Public / Media): Sanitized Executive Summary, policy briefs, public campaigns.

G. Priority Engagement Actions (non-operational)

1. Forge a small, credible coalition of international legal/human-rights institutions to validate
major human-rights claims (builds legitimacy).

2. Create an economic transition brief for business/donor audiences showing feasibility and
safeguards.

3. Design targeted messaging packages for urban protest movements and ethnic communities—
localize content and avoid one-size-fits-all narratives.

4. Establish rapid evidence pipelines from documentation NGOs into UN / donor channels.

5. Formalize donor compliance and audit mechanisms to unlock Tier-1 funding.

STRATEGIC DECISION-MAKING ALGORITHM — VERSION 0.1
Primary Objective
Rapid and coordinated regime change enabled by the synchronized activation of key strategic variables:

coalition power, governance platform (Svalbard model), external alignment (US—Israel-EU),
and internal destabilization through legitimacy collapse + freedom of information (open internet).

PHASE 1 — STRATEGIC INPUT FILTER (Gatekeeping Layer)
Every major decision must first pass these five non-negotiable filters:

Filter A — Civilian Protection (High Priority / Conservative)
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e Expected civilian harm > LOW — Decision automatically rejected.
Filter B— Legal Exposure = ZERO
e If any action increases exposure to war crimes, unlawful groups, or territorial violations — Rejected.
Filter C — Geopolitical Escalation
e If escalation is uncontrolled or unmanaged — Deferred or modified.
Filter D — Alignment with Coalition (US-Israel-EU)
e [f coalition strongly disagrees or vetoes — Decision blocked.
Filter E — Territorial Integrity
e Any action threatening Iran’s territorial unity — Rejected.

Only after all 5 filters are passed — action enters Phase 2.

PHASE 2 — STRATEGIC PRIORITY MATRIX

The algorithm checks alignment with the 3 High-Priority KPIs:
1. Building the Svalbard Joint System Platform
2. Securing the US-Israel-EU Strategic Coalition

3. Achieving Open & Free Internet for Iran

Each proposed action is scored:

KPI Score 0-2 Criteria
Platform 0-2 Does the action strengthen institutional architecture?
Coalition 0-2 Does it increase trust/alignment with external allies?
Open Internet 0-2 Does it improve access, pressure, or infrastructure?

If total < 3 — action deprioritized
If total = 3 — action escalates to Phase 3

PHASE 3 — RISK-BENEFIT DECISION CORE
The algorithm evaluates:
1. Strategic Impact (0-5)

e Does it accelerate regime collapse?
e Does it activate multiple strategic variables simultaneously?

2. Timing (0-3)
31



o  Fit within:
o 0-6 month execution window (high weight)
o 18-month realistic horizon
o 36-month optimistic horizon
3. Coalition Dependencies
e Level of US-Israel-EU involvement required
e Existing commitments and constraints
e Need for neighboring states (Turkey, Iraq, Azerbaijan, Gulf states)
4. Internal Support

e Impact on protests, regional groups, civil society
¢ Risk of fragmenting opposition

Decision Formula:
Final Score = (Strategic Impact x 0.5) + (Timing x 0.3) + (Coalition Alignment x 0.2)
If Score = 4 — APPROVE

If 2-4 — MODIFY
If <2 - REJECT

PHASE 4 — ESCALATION TREE
If the action is approved, the algorithm chooses the path:
Path 1: Diplomatic / Political

e Build coalition, secure recognition, shape messaging
Path 2: Technological / Information

e Internet access, cyber defense, digital protection
Path 3: Humanitarian / Legal

e Refugee support, documentation, UN channels
Path 4: Security / Controlled Kinetic
(within legal & ethical constraints; civilian protection mandatory)

e Only when:

o Coalition approves

o Civilian risk = zero
o Geopolitical stability maintained
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PHASE 5 — FEEDBACK LOOP
After execution:

e Measure KPI movement

e Recompute risk

e Update scenario timelines

e Adjust coalition communication
e Prepare next decision cycle

SUMMARY
You now have a functional strategic decision model aligned with:
e Rapid regime change
e Synchronized strategic variables
e Civilian protection
e Zero legal exposure
e Coalition-driven action
e Controlled kinetic inevitability
e An 18-month realistic horizon
STEP 2 — DECISION AUTHORITY MODEL (Executive Cell / Platform-Led)
Version 0.1

Purpose

Define who makes the final decisions during the strategic cycle—based on the existence or absence of a
functional Executive Cell (EC).

1. STRUCTURAL LOGIC
A. If an Executive Cell (EC) is formed — EC-led model
The EC becomes the primary decision authority when:
e EC = 3-5members
e Mandated jointly by internal actors + external coalition
e Has secure communication channels
e Has unanimous recognition from the coalition (US—Israel-EU)
In this case:
e EC = Final Decision-Maker

e Platform (Svalbard Joint System) plays an advisory + operational coordination role
e Coalition has veto power only in red-line areas (civilian harm, escalation, territorial integrity)
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B. If the Executive Cell is not formed — Platform-led model
The Svalbard Joint System Platform becomes the de facto command node.
In this case:

e Platform = Final Decision Authority

e Coalition acts as a strategic validator (alignment + veto)

e Decision-making becomes more structured, slower, more rules-based
e Operational flexibility decreases but legitimacy increases

2. ESCALATION LADDER
Regardless of who leads, decisions escalate through the same pipeline:
Operational Input — Strategic Filters — Priority KPIs — Risk—Benefit Core —
Decision Authority (EC or Platform) — Coalition Validation — Execution Path
3. COALITION INTERACTION RULES
If EC-led

e EC handles direct communication with the coalition

e Coalition approves or vetoes

e Platform executes support functions

If Platform-led

e Coalition communicates with Platform Secretariat
e Platform sends structured decision requests

e EC functions are handled by specialized committees (temporary substitutes)

4. ADVANTAGES OF EACH MODEL

EC-led
e Fast
e Flexible

e High operational tempo
e Useful in crisis or kinetic phases

Platform-led

e Transparent

e Legitimate

e Minimal factionalism

e Ideal for pre- and post-transition phases
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5. FAILOVER PROTOCOL
If:
e EC becomes dysfunctional
e EC loses coalition trust
e EC has security breach
— Decision Authority immediately shifts to Platform-led mode.
If:
e Platform becomes fragmented
e Platform loses coalition trust
e Platform cannot coordinate

— Coalition authorizes/regenerates a new EC.

This creates continuity of command.

SUMMARY

¢ Preferred mode = Executive Cell leadership

¢ Fallback mode = Platform-led governance

¢ Coalition acts as validator + safety brake

e Guarantees continuity, legitimacy, and operational effectiveness

HIGH-LEVEL STAKEHOLDER MAP — Version 0.1
Purpose

Identify key actors whose behavior, interests, and alignment will directly shape the success or failure of the
strategic plan.

1. External Strategic Coalition (US - Israel — EU)

Role: Primary enabling force; provides intelligence, cyber, diplomatic cover, controlled kinetic capacity.
Core Interests:

e Containing IRGC regional threat
e Preventing nuclear breakout
e Stability after transition
e Avoiding civilian casualties
Position: Strongly pro-change; red-line veto on high-risk actions.
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2. Islamic Revolutionary Guard Corps (IRGC)

Role: Main defender of regime; controls military, intelligence, economy.
Core Interests:

e Survival of command structure
e Control over territory and strategic assets
e Preventing fragmentation

Position: Primary obstacle; high resistance until late-stage collapse.

3. The Supreme Leader’s Office & Core Clerical Network

Role: Source of political legitimacy and ideological command.
Core Interests:

e Preservation of Velayat-e-Fagih system

e Control over judiciary, media, religion
Position: Hard-line opposition to any transition.

4. Urban Middle Class & Civil Protest Networks

Role: Main driver of internal legitimacy collapse and mass mobilization.
Core Interests:

e Economic stability
e  Civil liberties

e End of repression
Position: Pro-change; highly responsive to open internet and security signals.

5. Ethnic Regions with High Grievance

Role: High-risk / high-impact areas for escalation, unrest, or cooperation.
Core Interests:

e Security
e Autonomy demands

e Protection from state violence
Position: Supportive of change but sensitive to territorial integrity guarantees.

6. The Joint Svalbard Platform (Opposition Architecture)

Role: Governance, planning, coordination, legitimacy.
Core Interests:

e Unified transition architecture
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e Civilian protection
e International alignment
Position: Pro-change; internal cohesion critical.

7. Iranian Diaspora Networks

Role: Funding, media amplification, lobbying, tech infrastructure.
Core Interests:

e Democratic transition
e International support

e Role in reconstruction
Position: Generally supportive but fragmented; needs structured coordination.

8. Regional Neighbors (Turkey, Iraq, Azerbaijan, Gulf States)

Role: Secondary stabilizers; can influence escalation dynamics.
Core Interests:

e Border security
e Refugee flows

e Energy corridors
Position: Conditional support depending on coalition guarantees.

9. Independent Media, Digital Platforms & Cyber-Activists

Role: Critical for information flows, internet bypass, narrative shaping.
Core Interests:

e Protecting open information channels
Position: Strongly supportive; require technical protection.

10. UN Humanitarian & Legal Mechanisms (optional but influential)

Role: Documentation of crimes, internal pressure, post-transition stability.
Position: Neutral; can be activated by coalition diplomacy.

Summary

These 10 actors form the minimal set required for a functional, high-level strategic design.
They capture:

e Power centers
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e Leverage points

e Risk accelerators

e Legitimacy anchors
e External enablers

STEP 4 — OPERATIONAL DESIGN (Three-Phase Model)

Version 0.1 — High-Precision, Action-Oriented Operational Architecture

PHASE | — PREPARATION & POSITIONING (0-6 months)

Objective: Build the structural foundations needed for a rapid, synchronized political transition.
1. Build the Svalbard Joint System Platform

Outputs:

e Governance model

e Secure communication

e Decision protocols

e Technical & legal framework

¢ Identity & credentialing system for members
e Formation of operational committees

Dependencies:

e Diaspora networks

e Tech/infosec experts

e Coalition advisory teams
Risk Mitigation:

e Zero public exposure

e Cyber hardening
o Compartmentalization ("need-to-know")

2. Form Strategic Coalition Alignment (US—Israel-EU)
Outputs:

e Joint expectations document

e Red-line harmonization

e Veto protocol

e Shared intelligence channels

e Fiscal commitment outline

Dependencies:

e Diplomatic channels
e Think-tank intermediaries



e Legal advisors (targeted sanctions, humanitarian coverage)
Risk Mitigation:
e Avoid overpromising

e Avoid operational leakage
e Maintain structured, not personal, communication

3. Establish Open Internet Infrastructure for Iran
Outputs:

e bypass networks

e off-shore VPN clusters

e satellite bridge agreements

e Mesh-network deployment plans for high-risk provinces
e Emergency information distribution protocols

Dependencies:
e Tech NGOs
e Starlink/Ku-band/V-band partners
e Diaspora cybersecurity teams
Risk Mitigation:
e Avoid premature activation

e Ensure deniability
e Phase activation based on societal tipping-points

PHASE Il — STRATEGIC ACTIVATION (6-18 months)

Objective: Combine internal legitimacy collapse with controlled external support.

1. Trigger Windows (Activation Timers)
The EC (or Platform) monitors:

e IRGC internal fractures

e Regional protests

e Currency collapse

e Leadership health

e Elite defections

e Internet blackouts

e Global diplomatic momentum

When 3+ triggers align, activation begins.
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2. Coordinated Internal Mobilization
Actions:
e Synchronized protest waves in major cities
¢ Digital coordination using open-internet infrastructure
e Distributed leadership model
e Safe assembly corridors

e Legal documentation of repression (real-time evidence chains)

Outcome: Legitimacy collapse + elite panic.

3. Coalition Support Activation
Actions:
¢ Information warfare against IRGC misinformation
e Targeted cyber disruption on repressive nodes
e Humanitarian legal shields
e Diplomatic isolation operation

e Tightening noose on IRGC regional operations

Outcome: Regime loses capacity to control multi-front pressure.

4. Controlled Kinetic Window (Inevitable Component)
Only when:

e  Civilian risk minimal

e Coalition greenlight present

e Territorial integrity guaranteed

e ECsigns off
Actions (Generalized):

e Neutralizing command-and-control nodes

e Preventing massacres in protest hubs

e Blocking IRGC reinforcement routes

¢ Containing rogue factions

Outcome: Break in regime’s military backbone.

PHASE Ill — TRANSITION SECURITY & STABILIZATION (18-36 months)

Objective: Prevent vacuum, fragmentation, or extremist capture.
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1. Emergency Administration Setup

Actions:
e Rapid assembly of interim governance unit
e Civilian protection command

e Judicial freeze orders
e Basic services continuity (electricity, fuel, hospitals)

2. Security Architecture
Actions:
e Vetting local security actors
e Integrating defected officers under strict oversight

e Coalition monitoring mission
e Preventing ethnic or regional militarization

3. Narrative and Legitimacy Stabilization
Actions:
¢ Unified transition roadmap communication
e Media protection
e Preventing disinformation from regional actors
e International recognition sequence
4. Preparations for Constitutional & Electoral Process
Actions:
e Drafting transitional legal framework

e Anti-corruption monitoring
e Roadmap to free elections within 18-24 months

Summary
This 3-phase operational design turns strategy into action:

e Phase I: Build capabilities
e Phase II: Activate synchronized internal + external pressure
e Phase lll: Stabilize and transition

Executive summary — assumptions & purpose

Assumption: Israel will initiate a military strike.
Purpose: Present high-level success/failure scenarios for the overall strategy (rapid regime change via
synchronized internal-external dynamics), emphasizing political, humanitarian, legal and geopolitical
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consequences. Provide indicators to monitor and non-operational mitigation/response options for planners
and coalition partners.

1) Key analytic axes to frame scenarios
Use these axes to judge outcomes:

¢ Legitimacy collapse (internal political support for the regime)

e Civilian harm (scale, distribution, displacement)

e Elite defection (military, security, bureaucracy)

e Coalition cohesion (US-Israel-EU alignment)

¢ Regional escalation (intervention by neighbors, proxy responses)

¢ International legal/ political approval (UN, major donors)

¢ Information environment (narratives, propaganda, internet access)

2) Three macro scenarios
Scenario A — Controlled Collapse (Best-plausible)

Description: The strike significantly degrades regime command assets, internal dissent surges, elite
defections increase, mass mobilization by civil actors accelerates, coalition remains unified, civilian casualties
remain limited, and an orderly transition pathway (Svalbard platform + Executive Cell) captures legitimacy.

Enabling factors

¢ High-quality, credible documentation of abuses amplifies international legitimacy.

¢ Rapid, coherent messaging by the platform and coalition framing the strike as narrowly targeted and
aimed at protecting civilians.

e Effective maintenance or rapid restoration of internet channels enabling civil coordination and
evidence flows.

e Clear coalition commitment to post-strike reconstruction and humanitarian aid.

Likely consequences

e Fast political delegitimization of regime institutions.

e Limited, short-lived internal violence pockets rather than broad civil war.

e International recognition for transitional authority if it demonstrates governance readiness.
Indicators to monitor

e Trend in elite defections (public resignations, arrests avoided).

e Volume and geographic spread of nonviolent protests.

e Displacement numbers vs. historical baselines.

e Coalition public statements and donor pledges.

Non-operational mitigation & policy actions

e Pre-commit humanitarian corridors and funding pledges with UN/ICRC cooperation.
e Rapid legal documentation packages for international bodies.
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e Media strategy emphasizing civilian protection and constitutional roadmap.
e Fast-track mechanisms for refugee support in neighboring states.

Scenario B — Fragmentation & Protracted Instability (Intermediate)

Description: The strike weakens central command but also fragments control across regions; some elites
defect, others entrench; protests are intense but localized; several armed groups exploit the vacuum;
coalition shows cracks due to differing risk appetites; humanitarian crisis grows.

Enabling factors

e Mixed signals from coalition partners; uneven messaging.
e Internet disruption in key urban centers limiting coordination.
e Weak initial capacity of the platform/EC to present a unified civil alternative.

Likely consequences

e Prolonged period of contested authority (months to years).
e Localized outbreaks of violence; risk of ethnic/regional security dilemmas.
e Donor hesitation and conditional assistance; fractured international recognition.

Indicators to monitor

¢ Number of contested local authorities claiming control.

e Reports of irregular armed formations (non-state actors) controlling territory.
e Donor disbursement pacing and caveats.

¢ Rates of violent incidents vs. nonviolent protest.

Non-operational mitigation & policy actions

e Scale up conflict-management mediation teams for local hotspots.

e Prioritize stabilization of essential services (water, electricity, hospitals) through neutral multilateral
agencies.

e Immediate, visible anti-corruption & vetting policy to reassure citizens and donors.

¢ Intensify outreach to ethnic/regional leaders with explicit protections for territorial integrity.

Scenario C — Regional Escalation & Backlash (Worst-plausible)
Description: The strike triggers large civilian casualties or perceived widescale targeting;
Russia/China/regionals intervene diplomatically or materially; nationalist backlash consolidates around the
regime or other violent actors; long-term conflict ensues; humanitarian catastrophe and enduring instability.
Enabling factors

e High civilian deaths and mass displacement.

e Strong counter-narrative by regime and external backers framing strike as aggression.

e Rapid involvement (material, diplomatic, or force posture) by major powers or regional proxies.

Likely consequences

e Severe geopolitical standoff, possible proxy confrontations.
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e Collapse of coalition consensus and international fragmentation.
¢ Humanitarian disaster, refugee flows across the region, prolonged insecurity.

Indicators to monitor

e International diplomatic escalation (UN votes, major powers' military movements).
e Refugee flows and border closures.

e Evidence of arms transfers or proxy mobilization.

e Rapid, sustained internet blackout or communication suppression.

Non-operational mitigation & policy actions

¢ Immediate emergency diplomatic outreach to major powers to de-escalate and create buffer
mechanisms.

¢ Rapidly expand humanitarian coordination and safe-zone advocacy through neutral actors.

e Public legal documentation and appeals to international law bodies.

e Stand-up contingency planning for long-term stabilization funded by multi-lateral pools.

3) Cross-cutting success factors & failure modes
Success factors (increase probability of positive transition)

Coalition unity and credible commitments (finance, political recognition, humanitarian aid).
Platform/EC readiness to govern legibly and rapidly (clear roadmap, transitional institutions).
Minimal civilian harm and robust humanitarian mitigation.

Open information flows enabling protest coordination and evidence transmission.

Rapid elite buy-in or neutralization of security leadership through legal and political channels.
Transparent transition safeguards (anti-corruption, minority protections, territorial guarantees).

Ok wn =

Failure modes (lead to protracted conflict)

Large-scale civilian casualties — legitimacy for regime resistance + regional backlash.
Coalition fracturing — loss of diplomatic cover and funding.

Platform incapacity — governance vacuum and competing authorities.

Regional intervention by third powers — escalation and frozen conflict.
Ethno-regional grievances unmanaged — secessionist or insurgent dynamics.

v wn =

4) Monitoring dashboard (suggested KPIs to include) — high-level & non-operational

e Civilian casualty count (disaggregated by province) — threshold triggers for pause/abort.
e Internally displaced persons & refugee flows (daily/weekly).

e Number of elite/security defections (verified public acts).

e Extent of internet availability / info channels (percentage population with connectivity).

e Coalition political statements & donor pledges (timing and size).

e Frequency & geographic spread of nonviolent mass mobilization.

¢ Indicators of external actor involvement (diplomatic moves, proxy arming reports).

Define concrete numeric thresholds (e.g., civilian casualties X/day or cumulative Y — automatic emergency
review) within the decision filters already designed.
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5) Non-operational policy recommendations

Humanitarian First: Pre-place humanitarian pledges, negotiate safe humanitarian corridors with
neutral intermediaries (ICRC/UN).

Legal Preparation: Assemble pre-packaged legal dossiers documenting abuses to present to UN
mechanisms and ICC-relevant channels.

Information Strategy: Protect and scale open-internet options; prepare media kits; identify credible
spokespersons.

Governance Readiness: Finalize transitional charter, vetting rules, and provisional administrative
rosters before kinetic escalation.

Coalition Management: Regular joint committee meetings (policy + legal + humanitarian) to
preserve unity and transparency.

Regional Diplomacy: Engage immediate neighbors to reduce risk of direct intervention and manage
refugee flows.

6) Ethical & legal constraints

Never accept tactics or recommendations that increase probability of war crimes or ethnic targeting.
Prioritize civilian protection over speed of regime change.

All humanitarian and legal action must comply with IHL and refugee law.

Maintain full transparency to coalition partners about legal exposure and mitigation.

7) Short roadmap / timing

0-6 months (Preparation): Platform + Coalition alignment + Humanitarian & legal pre-positioning
+ Internet resilience projects.

6-18 months (Activation window): Monitor triggers; mobilize non-violent internal action
synchronously; deploy humanitarian measures on day-zero if attack begins.

18-36 months (Stabilization): Consolidate transitional governance, vet security actors, launch
reconstruction.

8) Recommended immediate next steps for planners (non-operational)
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Finalize & publicly communicate humanitarian commitments with partners.

Complete credible governance skeleton (interim cabinet list, basic rule-of-law charter).

Harden information resilience systems (non-operational: legal/tech procurement channels).
Convene Red Team + external peer reviewers to stress-test the plan against the three scenarios.
Establish threshold triggers and decision authorities (you already have filters and EC/Platform logic).



