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INTRODUCTION: History is being written in the 

streets of Iran 

You can see the future first in the streets all over the nation. 

Over the past year, something has shifted. The regime's grip has weakened across the 

region. It has lost a war and a significant portion of its military leadership. Now, as 

Iran's lion and sun revolution unravels, the Islamic Republic stays in power purely 

by massacring countless civilians who are rallying under one flag and a unified 

leadership. 

While we wait for a potential military response from the US, behind closed doors in 

Davos, Doha, London, and DC, serious people are making serious plans. Money is 

moving. Teams are forming. The question is no longer if the Islamic Republic falls, 

but when, and how Crown Prince Reza Pahlavi and his team can secure the 

transition. 

The Iran Prosperity Project's Emergency Phase Booklet, published in July 2025 under 

Crown Prince Reza Pahlavi's guidance, laid out the most comprehensive transition 

plan Iran has seen in nearly half a century. It identified 34 military and intelligence 

organizations that must be restructured or dissolved, detailed the first 180 days of 

governance, and specified which institutions stay, which go, and which get rebuilt 

from scratch. 

But here's what the IPP doesn't say explicitly: the entire transition succeeds or fails 

based on intelligence capabilities in the first 100 days. You can have perfect economic 

plans and constitutional frameworks, but without the ability to know who is a 



 

threat, where they are, what they're planning, and how to stop them before they act, 

none of it matters. 

Right now, perhaps most of those thinking about this problem are in intelligence 

services in DC and Tel Aviv, planning how they can help Iranians overthrow the 

regime. They've seen what happened in Iraq and studied Libya's collapse. They know 

that without information dominance in those critical first months, democratic 

transitions fail catastrophically. 

We're writing this because the window to act is closing faster than anyone wants to 

admit. 

Iran's democratic transition requires an AI-powered intelligence platform operational 

on Day 1 of the revolutionary government. This platform must integrate data from 

fragmentary security organizations, identify IRGC sleeper cells, track hundreds of 

billions in regime assets, prevent terrorist attacks, secure borders against foreign 

proxies, and support Truth and Reconciliation while operating under democratic 

oversight that prevents it from becoming another surveillance state. 

The technology exists. Palantir has been doing exactly this for the US intelligence 

community since 2003, and today's AI makes entity resolution, network analysis, and 

predictive threat modeling dramatically better than what was available even five years 

ago. The technical problem is solved. The question is whether we can build it in 

time, because history suggests we have anywhere between several weeks to several 

months from regime collapse to either democratic consolidation or descent into 

chaos. 

Most don’t want to admit that this intelligence infrastructure is the difference 

between success and failure. They're focused on constitutional debates, economic 

plans, and international recognition when the fundamental question is whether the 



 

new government can prevent the IRGC from destroying the transition with 

asymmetric warfare. The answer is yes, but only if we start building now. 

This essay explains why an AI-powered counterterrorism intelligence platform isn't 

optional for Iran's transition, what that platform must do, how it gets built, and 

what happens if we fail. Part I details Iran's threat environment. Part II examines 

historical precedent from post-Nazi Germany, Iraq, Libya, and the Baltic States. Part 

III explains the technical solution. Part IV covers operational capabilities. Part V 

addresses implementation challenges. Part VI looks at what happens when the new 

government realizes this is a matter of national security. Part VII presents two futures 

for Iran. 

We're not claiming to have all the answers or that this platform alone guarantees 

success. But without it, failure is nearly certain, and every historical case study points 

to the same conclusion: intelligence dominance in the critical first months is 

necessary for democratic transitions to survive. 

Iran matters. A free, democratic Iran changes the entire Middle East and determines 

whether 90 million people live in freedom or remain under tyranny. It affects 

stability from the Indian ocean to the Mediterranean and shapes the global balance 

between democracy and authoritarianism. 

If we wait until the regime falls, we've already lost, because the IRGC will have time 

to organize, terrorist cells will have established safe houses, billions in assets will have 

fled abroad, and the new government will be flying blind. That's the default outcome 

for post-revolutionary states without functioning intelligence. 

This essay is our attempt to convince the people who can actually help us in the 

process of building this, that they need to help us now, because history is unraveling 

in the streets and the clock is ticking. 



 

 

I. THE THREAT ENVIRONMENT 

On the day the Islamic Republic falls, Iran's transitional government inherits 

thirty-four distinct military and intelligence organizations. Each has its own 

personnel databases, operational records, communications systems, and institutional 

loyalties. The regime designed them deliberately to be redundant, overlapping, and 

competitive so that no single organization could accumulate enough power to 

threaten the Supreme Leader. 

The Iran Prosperity Project's Emergency Phase Booklet catalogs them: the Islamic 

Revolutionary Guard Corps with 150,000-190,000 personnel, the Basij militia with 

potentially millions of members, the Artesh (regular military) with separate 

command structures, the Ministry of Intelligence and Security, the IRGC 

Intelligence Organization, the Quds Force operating across multiple countries, the 

IRGC Aerospace Force controlling ballistic missiles and drones, plus law 

enforcement organizations, cyberwarfare units, and economic foundations that 

function as intelligence gathering operations. 

Each maintains separate databases. A Quds Force operative might be listed in three 

different systems under three different transliterations of his name. The systems 

don't talk to each other by design. 

Now imagine day one after the take-over. The new government needs to know 

immediately which of these 200,000+ security personnel are loyal, which are threats, 

which can be reformed, and which must be detained. They need to map the 

command structures, identify the sleeper cells, track the weapons caches, follow the 

money flows, prevent assassinations of new politicians, secure the borders, and stop 

attacks before they happen. And they have exactly zero integrated intelligence 



 

capability to do any of it. This is not theoretical. This is the exact situation that will 

exist 24 hours after the Islamic Republic falls. 

The IRGC Goes Underground 

The Islamic Revolutionary Guard Corps was created in 1979 explicitly as a 

counterweight to the regular military that the clerical leadership didn't trust. Over 46 

years it evolved into one of the most powerful and feared organizations in Iran. The 

IRGC isn't just military. It runs intelligence through IRGC-IO, controls perhaps 

80% of Iran's GDP through various foundations and front companies, coordinates 

domestic security with the Basij, conducts external operations through the Quds 

Force, and increasingly dominates cyber warfare. 

When the regime falls, some of these personnel will cooperate, or be detained. Some 

will flee or try to fade into civilian life. But a substantial number of ideologically 

committed forces will go underground. They're trained for asymmetric warfare and 

have spent decades building networks across the Middle East. They have weapons, 

money, safe houses, and foreign sanctuaries. 

These aren't people who will accept democratic transition. These are hardened 

intelligence professionals and special operations forces who've spent careers 

conducting covert operations globally. When the Islamic Republic falls, they become 

the single most sophisticated terrorist threat any new democracy has ever faced. 

And the new government will have hours to identify them before they disappear. 

Think about this operationally. You're the head of intelligence for the transitional 

government on Day 3. You know the IRGC had roughly 180,000 people. You 

suspect maybe 20,000-30,000 are high-risk for terrorist activity, but you don't know 

which ones. The personnel databases are fragmentary, inconsistent, and deliberately 



 

obfuscated. Operational histories are compartmentalized. Foreign deployments aren't 

centrally recorded. 

You need to identify every Quds Force operative who's conducted external 

operations, map all IRGC Intelligence Organization officers, locate security forces 

who've suppressed protests, track financial networks and weapons caches, predict 

who's most likely to organize resistance, and do all this fast enough to actually 

prevent them from escaping or going operational.  

Iraq faced exactly this problem in May 2003. Paul Bremer's Coalition Provisional 

Authority dissolved the Iraqi Army and Baathist structures, and hundreds of 

thousands of trained military and intelligence personnel were suddenly unemployed, 

angry, and heavily armed. The US had no system to differentiate between conscripts 

who'd served because it was mandatory, committed Baathists who'd run the security 

apparatus, intelligence professionals with operational tradecraft, and Special Forces 

with insurgency training. 

By August 2003, the insurgency was organizing. By 2004, it had evolved into 

sophisticated guerrilla warfare. By 2006, Iraq was in a sectarian civil war. By 2014, 

ISIS controlled a third of the country.  

The IRGC is more sophisticated than Saddam's military, its personnel are more 

ideologically committed, its external networks are more developed, its access to 

weapons and money is greater, and it's had training grounds like Syria to prepare for 

exactly this scenario. 

The Quds Force: A Global Terror Network 

Within the IRGC, the Quds Force deserves special attention because it represents the 

external threat dimension. Under Soleimani, the Quds Force became the primary 



 

mechanism for building and sustaining Iran's "Axis of Resistance." Current 

commander Esmail Ghaani inherited networks spanning Lebanon (though now 

largely destroyed, they had deep integration with Hezbollah), Iraq (dozens of Shiite 

militias created, trained, and directed by Quds Force advisors), Syria (though now 

almost fully pushed out, since 2011 the Quds Force coordinated thousands of IRGC 

personnel, Hezbollah fighters, and Afghan/Pakistani Shiite militias to keep Assad in 

power), Yemen (training, weapons, and intelligence support for the Houthis), and 

global operations (the Quds Force maintains operational cells in Germany, Kenya, 

Bahrain, Turkey, and at least a dozen other countries). 

When the Islamic Republic falls, these networks don't disappear. Hezbollah doesn't 

fold. Iraqi militias don't disarm. Houthi fighters don't go home. These are 

institutionalized organizations with their own command structures, funding streams, 

and operational objectives. Many will initially adopt a wait-and-see approach, but a 

substantial number will view Iran's democratic transition as a strategic threat that 

must be disrupted, because their funding depends on an Iranian government that 

prioritizes "resistance" over cooperation with the West. 

They become active threats to the Iranian transition. Hezbollah provides safe haven 

for fleeing IRGC commanders. Iraqi, Afghan, Syrian and Pakistani militias move 

weapons into Iran through uncontrolled border regions. 

The transitional government needs to map all Quds Force external networks, identify 

personnel who've operated abroad, track arms shipments from proxy groups, 

monitor safe houses and logistics hubs, predict which foreign militants might enter 

Iran, and coordinate with foreign intelligence services. And they need to do this 

while those same networks are actively working to hide their activities, move 

personnel, destroy records, and establish operational security. 



 

This requires sophisticated graph database analysis, real-time intelligence fusion, 

automated entity resolution across multiple languages and naming conventions, 

predictive modeling of network behaviors, and integration with foreign liaison 

services. It requires an intelligence platform. 

The Economic Empires: Following the Money 

The Islamic Republic is an economic cartel structured to evade oversight and enrich 

regime insiders. Three entities control an estimated 80% of Iran's GDP: Setad Ejraiye 

Farmane Emam, created in 1989 to manage properties confiscated from Iranians who 

fled the revolution, now controlling an estimated $95+ billion in assets), Astan Quds 

Razavi (a religious foundation managing the Imam Reza shrine in Mashhad but 

functioning as a massive economic conglomerate worth an estimated $15-20 billion), 

and Khatam al-Anbiya (the IRGC's engineering and construction arm serving as the 

economic base for IRGC financial power). 

Combined, these and dozens of smaller foundations create an opaque economic 

structure where billions of dollars flow outside government budgets. When the 

Islamic Republic falls, some of these assets will be frozen by international sanctions 

relief conditions and some will be claimed by the transitional government as state 

assets. But a lot will simply disappear, transferred to accounts in Dubai, Kuala 

Lumpur, Istanbul, Beirut, converted to cryptocurrency, hidden in front companies, 

or stashed in real estate holdings under nominee ownership. 

The people who control these assets aren't going to hand them over peacefully. 

They're going to hide them, move them, convert them, and use them to fund IRGC 

resistance, because if the IRGC can successfully hide even $5-10 billion of the roughly 

$100+ billion in foundation assets, that's enough to fund a sophisticated insurgency 

for a decade. 



 

The transitional government's counterplay requires financial intelligence capabilities: 

mapping all foundation ownership structures, tracing financial flows across borders, 

identifying nominee accounts and front companies, tracking cryptocurrency 

transactions, freezing assets before they move, and coordinating with international 

banking systems. This requires analyzing millions of transactions, thousands of 

corporate structures, and hundreds of foreign accounts, integrated with international 

banking systems, cryptocurrency monitoring, trade finance databases, and customs 

records. 

And it all needs to happen in the first 90 days, before the assets disappear into the 

international financial system's darker corners where recovery becomes nearly 

impossible. 

The Data Fragmentation Crisis 

All the information the transitional government needs exists somewhere. IRGC 

personnel records, Quds Force operational files, financial transaction logs, 

communications intercepts, travel records, property ownership databases, corporate 

registries, banking transactions. But it exists in 34 different organizational databases 

that don't integrate, don't cross-reference, and often don't use consistent identifiers. 

Imagine trying to answer a simple question: "Did this specific person work for the 

Quds Force?" To answer that, you'd need to check IRGC personnel records (if such 

databases survive), cross-reference with Quds Force deployment lists (if they exist and 

are accurate), verify against travel records to countries where Quds operates (if 

immigration data is reliable), check for communications with known Quds officers 

(if you have phone/email metadata), look for financial transactions consistent with 

Quds Force operations (if banking data exists and survives), and confirm through 

foreign liaison services (if they agree to share intelligence). 



 

Each of these checks involves accessing a different database, operated by a different 

agency, with different data quality standards, naming conventions, and access 

controls. Now multiply that by 200,000 security personnel you need to vet, and the 

problem becomes clear. It's computationally impossible without automation. 

Iraq tried this manually in 2003-2004. The Coalition Provisional Authority set up 

"de-Baathification" committees to vet former regime personnel. They processed paper 

forms, conducted interviews, and cross-checked limited databases. It was slow, 

error-prone, and vulnerable to deception. People lied about their histories. Records 

were incomplete. The committees couldn't keep up with the volume. They made 

two kinds of mistakes: false positives (dismissed competent professionals who weren't 

actually threats) and false negatives (cleared dangerous people who went on to lead 

the insurgency). Both mistakes were catastrophic. 

 

Why Traditional Intelligence Approaches Fail 

Manual vetting doesn't scale. If it takes 2 hours to properly vet one individual, 

vetting 200,000 people requires 400,000 person-hours. Database integration projects 

take years under normal circumstances. Security clearances create bottlenecks when 

you're building the organization from scratch. International cooperation has legal 

limits on what can be shared. Human intelligence has coverage gaps. Each of these 

problems alone is difficult, and combined they're impossible without a technological 

solution that fundamentally changes the game. 

The transitional government needs a unified intelligence platform that can ingest 

data from dozens of different sources simultaneously, resolve entities across 

inconsistent naming, map networks automatically (who reports to whom, who 

communicates with whom, who shares financial ties), score threats based on multiple 



 

signals, track movements in real-time, predict operations using behavioral analysis, 

support investigations with graph visualization and timeline analysis, enable 

collaboration across domestic agencies and foreign liaison services, audit all access to 

prevent abuse and maintain democratic oversight, and operate continuously 24/7 

from day 1 of transition. 

This is not theoretical. This is exactly what platforms like Palantir Gotham do for the 

US intelligence community.  

The alternative is stark.  

 

II. FROM REICH TO REPUBLIC: What History 

Teaches 

The pattern is consistent across post-authoritarian transitions: intelligence capacity in 

the first 180 days determines whether democracies consolidate or descend into chaos. 

This isn't ideological, it's empirical. Look at post-Nazi Germany, Iraq after Saddam, 

Libya after Gaddafi, and the Baltic States after Soviet collapse. The variable that 

predicts success isn't wealth, international support, or democratic culture. It's 

whether the new government can effectively identify and neutralize threats from the 

old regime before they organize resistance. 

Post-Nazi Germany (1945-1949): The Gold Standard 

When Allied forces occupied Germany in May 1945, they inherited the same problem 

Iran's transitional government will face: a massive security apparatus with deep 

societal penetration, ideologically committed personnel who wouldn't accept defeat, 

extensive foreign networks, and the potential for underground resistance. The Nazi 

security structure included the SS (800,000 at peak), Gestapo (45,000), SD 



 

intelligence service (50,000), SA militia (3 million early on), Wehrmacht intelligence, 

and dozens of party organizations. 

The Allies' approach had three critical elements. First, immediate detention: the 

Potsdam Agreement (August 1945) specified that Nazi leaders, influential supporters, 

and high officials would be arrested and interned. By September 1945, 82,000 were in 

internment camps. By October, British forces alone had arrested 50,000. This wasn't 

random. They used captured Nazi Party membership lists (rescued by a German 

anti-Nazi as American troops advanced on Munich) containing 1.5 million names of 

those who joined before Hitler took power, deemed the hardcore Nazis most likely 

to resist. 

Second, mass vetting: the Allies required all Germans over 18 to fill out 

questionnaires (Fragebogen) about their activities during Nazi rule, categorizing 

them into five groups from Major Offenders to Exonerated Persons. General 

Eisenhower initially estimated this would take 50 years. In practice, it created massive 

bureaucratic overload with up to 40,000 forms arriving in a single day. But the key 

insight was using lists and databases (primitive by modern standards but 

revolutionary for 1945) rather than relying purely on human intelligence. 

Third, intelligence integration: the Counter Intelligence Corps played a decisive role 

in denazification, checking millions of Germans and supporting trials of hundreds of 

war criminals. They established information-sharing protocols, built databases of 

Nazi personnel, and coordinated across British, American, and Soviet zones until 

Cold War tensions intervened. 

The result: despite imperfections, denazification largely succeeded. There was no 

Nazi underground, no Wehrmacht insurgency, no SS terrorist campaign. Within 4 

years, West Germany had functioning democratic institutions, because the Allies 



 

prevented the critical mass of former Nazis from organizing during the 180-day 

window. 

The lesson for Iran: the transitional government needs the equivalent of Allied 

intelligence capacity on Day 1, which means pre-existing databases of regime 

personnel, automated vetting systems ready to deploy, detention protocols 

established, and international coordination secured. You can't build this after the 

regime falls. 

Iraq (2003-2011): The Catastrophic Failure 

Iraq is the cautionary tale showing what happens when a post-authoritarian 

transition lacks intelligence capability in the critical first 180 days. The Coalition 

Provisional Authority made several critical mistakes. Unlike the Allies in Germany 

who had captured Nazi membership lists, the US had limited intelligence on Iraqi 

Baathist structures. CIA and DIA had focused on WMD and military capabilities, 

not on mapping party membership or security service personnel. 

CPA Order #1 (May 2003) removed top Baath Party members from positions. CPA 

Order #2 dissolved the army. Both were blunt instruments that failed to distinguish 

between conscripts vs. committed Baathists, intelligence professionals vs. 

administrative functionaries, Sunni nationalists vs. Saddam loyalists, and reformable 

personnel vs. irreconcilable enemies. The US detained top leadership but lacked 

capacity to systematically identify and intern the mid-level operatives who would 

later lead the insurgency. 

What happened next: by August 2003, the first major attack destroyed the UN 

headquarters in Baghdad. By April 2004, the First Fallujah offensive revealed the 

extent of insurgent organization. In 2005-2006, escalation to civil war killed roughly 

3,000 Iraqi civilians monthly. By 2014, ISIS captured Mosul and declared a caliphate, 



 

led by former Baathist intelligence officers who'd spent the previous decade building 

networks. 

The core problem wasn't that the US lacked military power. They didn't know who 

was organizing the insurgency, where they were, how networks formed, who funded 

them, or what they planned, because they lacked the intelligence infrastructure to 

map it. ISIS didn't emerge from nowhere in 2014. It evolved from Al-Qaeda in Iraq, 

which was established in 2004 by Jordanian militant Abu Musab al-Zarqawi, but 

AQI's mid-level leadership and organizational capacity came from former Iraqi 

intelligence officers, exactly the people CPA failed to track in 2003-2004. 

The Iranian parallel: the IRGC is more capable than Saddam's security services, Quds 

Force operatives have more sophisticated tradecraft than Baathist intelligence officers, 

and IRGC-connected foundations have more money than what Saddam's networks 

could hide. If Iraq's intelligence failure produced a decade of insurgency that cost 

4,400+ US combat deaths, 600,000+ Iraqi deaths, and $2 trillion, what does Iran's 

intelligence failure produce? 

The lesson: you can't build intelligence infrastructure after the regime falls and expect 

to prevent insurgency, because by the time you're organized, the enemy is too. 

Libya (2011-2014): Total Collapse 

Libya represents complete failure when there's essentially zero intelligence capacity 

during transition. The 2011 intervention focused purely on military degradation of 

Gaddafi's forces with no plan for Day 1 after regime collapse. No intelligence 

structure was established to map security service personnel, track weapons stockpiles 

(including MANPADs that later proliferated regionally), identify militia leaders, 

monitor cross-border movement, or prevent institutional collapse. 



 

October 2011: Gaddafi killed, victory declared, no functioning government. By 2012, 

Ansar al-Sharia and other jihadist groups had organized, culminating in the 

September attack on the US consulate in Benghazi that killed Ambassador Stevens. 

By 2014, Libya split into competing governments controlling different parts of the 

country. From 2015 to present: ongoing civil war, ISIS presence, migrant crisis, and 

proxy warfare between Turkey, UAE, Egypt, and Russia. 

Libya had no transitional intelligence capability at all, resulting in complete state 

collapse within 3 years.  

Baltic States (1991-2000): Success Cases 

The Baltic States (Estonia, Latvia, Lithuania) successfully transitioned from Soviet 

occupation to democratic, NATO-integrated states. They passed lustration laws 

requiring disclosure of past collaboration with Soviet security services, and critically, 

they had access to KGB archives (partially, as Russia removed some documents) 

which allowed evidence-based vetting rather than witch hunts. They took a phased 

approach, systematically reviewing individuals in sensitive positions. They received 

Western intelligence cooperation through NATO and EU pre-accession processes. 

And they had small scale (combined population of about 8 million made 

management easier than Iran's 90 million). 

By 2004, all three joined NATO and EU, built functioning democracies, and didn't 

descend into violence or insurgency because they had documentation (KGB 

archives), Western support (EU/NATO integration provided technical assistance), 

phased timeline (took the full 1990s decade), and external threat focus (Russia unified 

political will around building effective intelligence). 

The lesson for Iran: documentary evidence plus phased vetting plus international 

cooperation equals successful transition, and all three require infrastructure. 



 

The 180-Day Window 

Extract the pattern from these cases. Germany succeeded because the Allies acted in 

the first 90-120 days to detain threats, establish vetting, and prevent Nazi 

reconstitution. Iraq failed because the 2003-2004 critical period lacked intelligence 

infrastructure to identify and track threats before insurgency organized. Libya 

collapsed because there was no transitional intelligence capability at all. The Baltic 

States succeeded because they had documentation, took time to vet properly, and 

built intelligence services with Western assistance. 

The variable that predicts success: intelligence capacity in the first 180 days. Not 

economic aid (Iraq had billions), not international support (Libya had NATO), not 

democratic culture (Germany had just committed genocide), not military power (US 

had overwhelming force in Iraq). Information. The ability to answer who is a threat, 

where are they, what are they planning, and how do we stop them. 

That's what Iran needs. And the clock starts ticking the day the Islamic Republic 

falls. 

 

 

 

 

 

 

 



 

 

III. THE INTELLIGENCE EXPLOSION 

Graph Databases: The Foundation 

Traditional databases organize information in tables where each person is a row and 

each attribute is a column. To ask "who does this person know?" you have to join 

multiple tables, which gets exponentially slower as data grows. Graph databases work 

differently. They store relationships as first-class entities. Not just "Person A exists" 

and "Person B exists" but "Person A commanded Person B from 2015-2018" and 

"Person B communicated with Person C 47 times in March 2024" and "Person C 

transferred money to Account D which is owned by Person A." 

Why does this matter for Iran? Because counterterrorism intelligence isn't about 

individual people, it's about networks. You don't care that Mohammad Reza Zahedi 

exists. You care that he commanded IRGC forces in Lebanon, maintained contact 

with Hezbollah leadership, coordinated weapons shipments through Syria, and 

reported to Quds Force command structure. 

Traditional database query: "Show me everyone in the IRGC." Returns 180,000 

names. Useless. Graph database query: "Show me everyone who served in Quds 

Force, deployed to Syria or Lebanon, holds rank of Colonel or above, and 

maintained contact with designated terrorist organizations." Returns 347 specific 

high-risk individuals. Actionable. 

The technical term is "multi-hop relationship traversal." The graph database can 

answer questions like "Show me everyone within 3 degrees of separation from this 

Hezbollah commander who also has financial ties to Setad and traveled to Dubai in 

the past 6 months." Try doing that with SQL databases and the query would take 



 

hours to run, if it completes at all. With graph databases like Neo4j or Amazon 

Neptune, it takes milliseconds. 

Palantir Gotham, which the CIA, FBI, and NSA use, is built on graph database 

architecture. It's what allows an analyst to start with one name and rapidly map an 

entire terrorist cell, because relationships are native to the data model rather than 

computed on the fly. 

Iran's transitional intelligence platform needs this capability from day 1. When an 

analyst gets a tip about potential IRGC activity, they need to instantly see who else is 

connected, what the relationships are, where the patterns lie, and which connections 

matter most. 

Entity Resolution: The Identity Problem 

Here's a problem that seems trivial but isn't: how do you know if " محمدرضا زاهدی " 

and "Mohammad Reza Zahedi" and "Muhammad Rida Zahidi" are the same person? 

In the IRGC personnel database, he might be listed in Persian script, or using arabic 

alphabet instead of Persian. In the immigration system, he's using passport 

transliteration. In the financial system, he's using a different transliteration standard. 

In foreign intelligence reports, he's listed as "MRZ" or "Zahedi, M.R." or by his 

operational cover name. 

Multiply this across 200,000 individuals, 34 different databases, multiple languages, 

various transliteration standards, operational aliases, and cover identities. The result: 

massive fragmentation where the same person appears as 5-10 different entities across 

systems. 

Traditional approach: manual review where someone looks at each record, tries to 

match names, compares dates of birth (if available), checks photos (if they exist), and 



 

makes judgment calls. This works for dozens of people. Maybe hundreds with a big 

team. Not 200,000. 

Modern entity resolution uses probabilistic matching across multiple signals: name 

similarity algorithms (Levenshtein distance, phonetic matching like 

Soundex/Metaphone, Persian-specific transliteration rules), attribute matching (date 

of birth, place of birth, known addresses, ID numbers), relationship patterns (if two 

entities share many of the same connections, they're probably the same person), 

behavioral similarity (if two entities exhibit similar patterns like the same travel 

routes or similar transaction amounts, they're likely the same individual), image 

recognition (facial recognition across databases, if photos exist), and temporal 

consistency (checking if timelines align, since a person can't be in Tehran and Beirut 

simultaneously). 

The algorithm generates a confidence score. "95% confident these are the same 

person" vs. "40% confidence, needs human review" vs. "12% confidence, probably 

different people." In practice, this works remarkably well. Companies like Palantir, 

Databricks, and Tamr have entity resolution systems that routinely achieve 90%+ 

accuracy on datasets with millions of entities across dozens of sources. 

For Iran, this is essential. Without entity resolution, the IRGC personnel databases 

remain siloed, and a Quds Force operative appears as separate entities in 8 different 

systems. An analyst searching for him finds fragmentary information that doesn't 

connect. With entity resolution, the platform automatically links entities and creates 

consolidated profiles showing comprehensive information drawn from all sources. 

Predicting Threats Before They Materialize 

The real power comes from machine learning models that learn patterns from 

historical data and predict future behavior. For threat scoring, you have data on 



 

200,000 IRGC personnel and need to identify the 5,000 highest-risk individuals for 

immediate monitoring or detention. Manual approach doesn't scale. Machine 

learning approach starts with training data (known high-risk cases like arrested 

individuals, designated terrorists, known Quds Force operatives), extracts features for 

each person (rank and position, unit assignment, deployment history, 

communication patterns, financial indicators, travel patterns, social network 

position), trains a classification model (Random Forest, XGBoost, neural network) 

to predict "high risk" based on features, runs the trained model on all 200,000 

personnel where each gets a threat score (0-100), and validates through analyst review 

of top-scored individuals. 

Modern ML models routinely achieve 80-90% accuracy on this kind of classification 

problem, which means if you review the top 5,000 scored individuals, maybe 

4,000-4,500 are genuinely high-risk. That's good enough to focus investigative 

resources effectively. 

Beyond individual scoring, ML can identify network patterns through community 

detection (automatically find clusters of connected individuals that are likely cells or 

units), influence ranking (identify key nodes in networks like leaders, coordinators, 

or brokers between groups), anomaly detection (flag unusual network changes like 

sudden communication surges between previously disconnected people that may 

indicate operational planning), and predictive modeling (estimate probability that a 

network is planning an operation based on historical patterns). 

For financial pattern recognition, ML models trained on terrorist financing patterns 

can identify suspicious transactions, detect money laundering structures, predict asset 

flight patterns, and link financial networks to operational planning. 

 



 

Scaling Instantly 

Security considerations are addressable. Cloud providers offer government-specific 

regions (AWS GovCloud, Azure Government) with additional security controls, 

compliance certifications, and physical isolation. The transitional government would 

likely use government cloud regions with high security, implement end-to-end 

encryption, deploy in multiple regions for redundancy (Tehran primary, backup in 

allied country), maintain air-gapped backup for most sensitive data, and implement 

strict access controls and audit logging. 

CIA, NSA, and Pentagon all use commercial cloud providers with specialized 

government regions and additional security layers. Iran can use the same approach. 

How It All Works Together 

Consider a complete operational scenario on Day 10 of the transition. An analyst 

receives a tip that IRGC elements are planning an attack on the new government's 

leadership, possibly in Mashhad, within the next 2 weeks, from a partially reliable 

informant. 

With the AI platform, the analyst enters a query for high-risk IRGC personnel in 

Mashhad region with recent suspicious activity. Entity resolution searches across all 

databases automatically linking entities despite naming inconsistencies. Graph 

database returns results ranked by threat score: 17 individuals currently in Mashhad, 

8 rated high-risk based on threat model, and network visualization shows they form 2 

distinct clusters. analysis of communications intercepts finds that Cluster 1 (5 people) 

used operational security language last week and Cluster 2 (3 people) discussed 

weapons acquisition. Financial intelligence shows that Cluster 1's leader made large 

cash withdrawal last week and Cluster 2 had a suspicious transaction from an account 

linked to an IRGC foundation. Pattern matching against historical attack planning 



 

shows Cluster 1's pattern matches previous IRGC operations (communication surge 

followed by financial preparation followed by attack within 14 days) with 78% 

confidence. Geo analysis identifies that Cluster 1 frequently meets at a warehouse in 

eastern Mashhad and Cluster 2 is associated with a safe house near city center. 

Results delivered to analyst in 4 minutes rather than 4 days. The analyst reviews the 

automatically generated report, validates the findings, and immediately alerts tactical 

team to monitor warehouse and safe house, requests additional surveillance on the 8 

high-risk individuals, coordinates with local police for potential arrests, and briefs 

leadership on threat assessment. 

72 hours later, tactical team raids warehouse, finds weapons cache and operational 

plans for assassination attempt, and arrests 5 individuals. Attack prevented. 

This is exactly how modern counterterrorism intelligence works in the US, Israel, and 

other countries with sophisticated capabilities. The question for Iran is whether we 

can deploy it fast enough. 

 

 

 

 

 

 

 

 



 

 

IV. WHAT THE PLATFORM ACTUALLY DOES 

An analyst walks into the new intelligence headquarters on Day 15. A walk-in source 

claims there's an IRGC cell planning to bomb the Parliament building, gives two 

names, and says they're meeting somewhere in south Tehran this week. 

The analyst opens the platform and searches the names. The system has already 

resolved entities across databases. One name belongs to a former Basij commander. 

The other ran logistics for an IRGC engineering unit. Both dropped off the grid after 

the revolution. 

The graph visualization shows they're connected to seven other people through 

phone contacts from the old regime's communications metadata. None of these 

seven were obvious threats on their own (a shopkeeper, a taxi driver, a civil servant, 

an unemployed engineer), but the network analysis flags something: all seven live 

within a 3-kilometer radius in south Tehran, and they're all connected to each other 

through the two original suspects.  

The analyst runs financial intelligence. Three of the seven have made cash 

withdrawals over $1000 in the past two weeks. The taxi driver who claims he makes 

maybe $300/month just deposited $8,000. The money came from an account that 

traces back through two shell companies to an IRGC foundation. 

Geospatial analysis shows all nine people have been near a warehouse in the Molavi 

district repeatedly over the past month. The warehouse is owned by a company that's 

nominally a food distributor but hasn't filed taxes in three years and has no 

employees on record. 



 

The system generates a threat assessment automatically: 87% confidence this is 

operational planning for an attack, likely target is government/political given the 

suspects' backgrounds, likely timeframe is 7-14 days based on pattern matching 

against historical IRGC operations. 

The analyst briefs this up the chain. Tactical team gets authorization to raid the 

warehouse. They find explosives, detonators, surveillance photos of Parliament, and 

detailed attack plans for a truck bomb timed for the new government's first major 

session. 

Total time from walk-in source to actionable raid package: four hours. Without the 

platform, that same investigation takes weeks if it happens at all, and by then the 

attack has already succeeded. 

But here's what matters more: the platform finds threats you don't know about. Run 

the machine learning model across all historical IRGC personnel to identify likely cell 

structures based on communication patterns, financial anomalies, and geographic 

clustering. The system flags 47 potential cells that no human analyst was looking for. 

Tactical teams investigate the top 20 and discover 14 are actually operational IRGC 

remnants planning everything from assassinations to infrastructure sabotage. 

You just prevented 14 attacks that would have succeeded because nobody was 

specifically searching for them. 

Asset Recovery: Follow the Money 

The new government needs money. Iran's economy is wrecked after decades of 

sanctions and corruption. Recovering even $10-20 billion makes the difference 

between being able to pay teachers and keeping the lights on versus the state running 

out of cash in month three. The problem is these assets are designed to disappear, 



 

built over decades to evade oversight through elaborate ownership structures 

(companies owning companies owning companies), nominee directors, offshore 

accounts, cryptocurrency wallets, gold stored in Dubai, and real estate in Turkey and 

Malaysia under front companies. 

Traditional forensic accounting might eventually unravel some of this, but it takes 

years. The new government has months before these assets vanish completely into 

the international financial system. The platform changes the game because it can 

analyze financial networks at scale. 

Load all the corporate registry data, banking transactions, property records, customs 

declarations, and whatever foundation accounting exists. The graph database maps 

the ownership structures automatically. What looks like 500 separate companies 

resolves into 47 corporate groups when you trace beneficial ownership, and those 47 

groups connect to 19 different IRGC-linked individuals who sit on multiple boards 

or control nominee accounts. 

Run anomaly detection on transaction patterns and flag unusual movements: large 

wire transfers, cryptocurrency conversions, cross-border flows to sanctioned 

jurisdictions, real estate purchases in cash. The system identifies $3.4 billion in 

suspicious transactions in the two weeks since the revolution started. That's assets 

actively fleeing. 

Priority one: freeze accounts. The platform generates a target list of 847 accounts 

ranked by amount and flight risk. The transitional government goes to international 

banking partners with evidence and within 72 hours, $8.2 billion is frozen before it 

can disappear. 

Priority two: seize physical assets. The property database shows 12,450 parcels owned 

by foundation-linked entities. Cross-reference with recent sales attempts and the 



 

platform identifies 347 properties currently in process of being sold, mostly to 

Turkish and Emirati buyers. Legal injunctions stop the sales and another $2.1 billion 

in real estate is secured. 

Priority three: crypto tracking. The foundations moved money into cryptocurrency 

because it's harder to freeze, but blockchain analysis tools can trace flows. The 

platform identifies wallets linked to foundation accounts, tracks transfers through 

mixing services, and flags when funds try to convert back to fiat currency. Working 

with international law enforcement, the government seizes $420 million in 

cryptocurrency assets. 

Total recovered in first 90 days: $10.7 billion. That's real money that funds the 

transition government, pays civil servants, keeps essential services running, and 

demonstrates the new government can actually govern. More importantly, it denies 

the IRGC remnants their war chest. 

Border Security: Stopping Foreign Interference 

Iran has over 5,000 kilometers of land borders plus coastline on the Persian Gulf and 

Caspian Sea. The threat isn't migrants or smuggling but Quds Force operatives 

fleeing to Syria and Lebanon, Hezbollah fighters entering to support IRGC 

resistance, weapons shipments from Iraqi militias, and foreign intelligence services 

running operations. 

The platform enables intelligence-driven border security. Every official border 

crossing now has iris scanning and facial recognition. The system checks travelers 

against the IRGC personnel database in real-time. Former Quds Force commander 

tries to cross into Iraq using a fake passport? The biometric match flags him 

instantly, and he's detained at the border instead of escaping. 



 

Add pattern analysis. Even without perfect biometric coverage, you can detect 

anomalies by analyzing all border crossing data (who crosses, where, when, how 

frequently). The machine learning model identifies unusual patterns. A rental car 

agency in Urmia near the Turkish border that processed 47 vehicles in the past week, 

when historically they average 8 per week? That's worth investigating. Turns out it's 

IRGC personnel using the company (whose owner is a cousin of an IRGC logistics 

officer) to facilitate escapes. 

Geospatial intelligence adds another layer. Where are known smuggling routes? 

Where do communications intercepts suggest IRGC remnants are trying to cross? 

Deploy mobile surveillance to those areas and use drones for coverage of remote 

border regions. When someone tries to cross at night through the mountains on the 

Iraq border, thermal imaging picks them up and a response team intercepts. 

The results compound. In month one, you stop maybe 60% of attempted escapes 

and infiltrations. By month three, the success rate is up to 85% because the platform 

has learned patterns, the network maps are more complete, and the response teams 

are better coordinated. 

Truth and Reconciliation: Building Evidence for Justice 

The intelligence platform has a moral purpose beyond counterterrorism: 

documenting what the Islamic Republic did to its people so there's an actual record 

for history and for justice. Forty-six years of arrests, torture, executions, 

disappearances. Thousands of political prisoners. The 1988 mass executions. The 

2009 Green Movement crackdowns. The 2019 protests where security forces killed 

1,500 people. Mahsa Amini Protests. January 2026. Endless brutality. 

Most of this is undocumented or deliberately destroyed, but fragments exist in 

prisoner logs from Evin Prison, MOIS interrogation reports, execution orders, Basij 



 

operational records, communications from security forces during protest crackdowns, 

defector testimony, and foreign intelligence intercepts. 

The platform aggregates all of it. When a family comes forward asking about a son 

who disappeared in 2009, the analysts can search across databases: prison records, 

execution lists, hospital admissions, morgue logs, mass grave excavations. Maybe they 

find an answer, maybe they don't, but there's a systematic way to look instead of 

bureaucratic runarounds. 

The platform can prove it wasn't isolated incidents but policy. Show the command 

structure: who gave orders for the 2019 crackdown, who executed them, who 

coordinated between organizations. Map the network of repression from Supreme 

Leader down through IRGC commanders to the Basij units that actually shot 

protesters. 

This matters morally (victims' families deserve answers), politically (Iran needs 

accountability), legally (there will be trials requiring documented and admissible 

evidence), and internationally (demonstrating commitment to human rights and rule 

of law). 

The platform makes this possible at scale. A traditional truth commission might 

investigate hundreds of cases over several years. The platform can process millions of 

records, identify patterns, link perpetrators across incidents, and generate evidence 

packages for thousands of cases while enabling nuanced justice that differentiates 

between varying levels of culpability based on roles, ranks, and documented actions. 

The Five Modules Work Together 

The counterterrorism module identifies an IRGC cell. The financial intelligence 

module traces their funding back to an engineering company owned by an IRGC 



 

foundation. The asset recovery module seizes the company and its accounts. The 

border security module flags when the cell leader tries to flee to Iraq. The truth and 

reconciliation module documents that the same cell leader was responsible for killing 

protesters in 2019. 

Each module provides inputs that make other modules more effective. The graph 

database connects everything. The insights compound. This is why Palantir's 

integrated architecture matters. It's not just about having good tools but about 

having tools that work together so analysts can follow leads across different 

intelligence domains without switching systems or losing context. 

 

V. THE HARD PROBLEMS 

The technology works. We know this because it's already working in the US, Israel, 

and allied countries. The operational concepts are proven. The platform architecture 

is understood.  

So why isn't this already built? Because the hard problems aren't technical. They're 

human. 

The Belief Problem 

Right now, in January 2026, the Islamic Republic still exists. It's weakened, but it 

hasn't fallen. Crown Prince Reza Pahlavi is working on transition planning. NUFDI 

has published the Iran Prosperity Project. Serious people are making serious plans. 

But what they're mostly not doing is building an intelligence platform for Day 1, 

because it feels premature. The regime hasn't fallen yet. Maybe it won't fall for years. 

Building expensive infrastructure for a hypothetical future government seems like 



 

jumping the gun when there are more immediate problems like organizing the 

opposition, securing international support, developing economic plans, and building 

coalitions among diaspora groups. 

This is psychologically understandable and strategically wrong. The right time to 

build a levee is before the flood, not during it. But humans are terrible at investing in 

prevention. We build hospitals after epidemics, update building codes after 

earthquakes, and strengthen security after attacks. The Iranian opposition is falling 

into the same trap. They'll realize they need this platform around Day 30 of the 

transition when the first IRGC attack succeeds, and by then it's too late. 

Overcoming this requires someone in Pahlavi's inner circle to understand the stakes 

and have the credibility to make it a priority. The pitch isn't "we should build this 

cool technology." It's "without this, the democratic transition fails, and we know it 

fails because we've watched it fail in Iraq and Libya and we know exactly why." 

The Funding Problem 

Building and deploying this platform requires $15-25 million in the first year. 

Operating it costs several million annually after that. The realistic sources are US 

government (State Department democracy programs, intelligence community 

cooperation funds), allied governments (Israel, European partners), high-net-worth 

Iranian diaspora investors, and private foundations focused on democracy and 

human rights. 

Each source has complications. US government funding comes with bureaucratic 

overhead and political conditions. Israeli involvement has to be handled carefully 

because of Iranian public sensitivities. Diaspora investors might have agendas that 

don't align with the new government's interests. Foundations move slowly and want 

detailed proposals. 



 

NUFDI has raised money for the Iran Prosperity Project, so the infrastructure exists. 

What's needed is someone to make the case that intelligence capacity deserves priority 

funding. 

The Talent Problem 

Building this platform requires world-class engineers and intelligence professionals. 

Not pretty good. World-class, because mediocre intelligence infrastructure is worse 

than none (it gives false confidence while missing threats). 

You need engineers who've built large-scale data platforms at Google, Amazon, or 

Meta, or better yet, people who've worked at Palantir since they already understand 

intelligence use cases. You need Persian-speaking intelligence professionals, former 

CIA/FBI/Mossad analysts who understand counterterrorism workflows, technical 

intelligence specialists who can design collection systems, and counterintelligence 

officers who can secure the platform against penetration. 

These people are highly compensated in their current roles and highly sought-after. A 

senior Palantir engineer makes $400K+ annually. A former senior CIA officer can 

make similar money in consulting. Persian-speaking intelligence professionals are rare 

enough that they can essentially name their price. 

You're asking them to work on a project for a government that doesn't exist yet, in a 

country many haven't visited in decades, building infrastructure that might never get 

used if the transition doesn't happen. The compensation won't match their current 

salaries. The working conditions will be uncertain. The timeline is indefinite. 

Why would anyone take this job? Because they believe in it. You're not recruiting 

mercenaries. You're recruiting people who care about Iran's democratic future 

enough to take a pay cut and accept uncertainty. Those people exist (there are 



 

Iranian-American engineers at top tech companies, former intelligence officers who 

want to help, diaspora professionals who'd return if there was meaningful work), but 

you have to find them and convince them. 

The good news is that a small team can accomplish a lot. You don't need 100 

engineers. You probably need 15-20 really good ones, plus 10-15 intelligence 

professionals, plus 5-10 operational leaders. A team of 40-50 could build this platform 

if they're the right people. The bad news is that finding 40-50 right people is really 

hard when you're competing against every tech company and intelligence service in 

the world for the same talent pool. 

The Security Problem 

If you're the IRGC and you learn that the Iranian opposition is building an 

intelligence platform designed to identify and neutralize you, what do you do? You 

try to penetrate it. Obviously. The platform will face active attacks from IRGC 

Intelligence Organization (Iran's premier intelligence service with sophisticated cyber 

capabilities and human intelligence networks), MOIS (separate service with cyber 

units and infiltration capacity), foreign adversaries (Russia and China have interests 

in preventing successful Iranian democratic transition), terrorist groups (Hezbollah, 

Iraqi militias), and criminal networks (people whose corruption gets exposed). 

These aren't script kiddies. These are professional intelligence services with decades of 

experience in penetration operations, insider recruitment, and cyber warfare. The 

threats are multiple: cyber infiltration (hack the platform directly, steal data, plant 

false information, destroy databases), insider threats (recruit someone on the 

development team or in the future intelligence service), supply chain compromise 

(insert malware into hardware or software before deployment), physical attacks 



 

(target data centers, communications infrastructure, or key personnel), and 

disinformation (leak real or fake information to discredit the platform). 

Defending against this requires development security (build in isolated environment, 

background checks for engineers, code review processes), operational security 

(air-gapped networks or heavily segmented infrastructure, physical security with 

biometrics, all actions logged and monitored), counterintelligence (active monitoring 

for penetration attempts, honeypots, regular security audits), resilience (assume 

breach will happen eventually, design so compromise of one component doesn't 

expose everything), and international partnership (work with friendly intelligence 

services who have experience protecting against Iranian infiltration). 

This level of security is expensive and slows development, but it's necessary because if 

the IRGC successfully compromises the platform before or during transition, they 

can learn who the new government is targeting, feed false information to misdirect 

investigations, destroy evidence of their activities, identify informants and 

cooperating officials, and essentially blind the new government at the critical 

moment. 

The Democratic Oversight Problem 

Intelligence platforms are dangerous. They're powerful tools that can be used for 

legitimate counterterrorism or for authoritarian repression. The difference is 

oversight, legal constraints, and institutional culture. Iran's transitional government 

faces a particular challenge: they're building intelligence capabilities to counter the 

IRGC while also trying to establish democratic norms and prevent creating another 

surveillance state. 

The answer is: bake oversight into the platform from the beginning, not bolt it on 

later. This means a legal framework before the platform deploys (intelligence laws 



 

specifying what kinds of data can be collected, who can access it and under what 

circumstances, how long data is retained, what queries are permitted versus 

prohibited, judicial oversight for certain kinds of surveillance, rights of individuals, 

and penalties for abuse), technical controls that enforce these rules through code 

(access controls tied to job function, query auditing where every search is logged with 

justification required, automatic redaction of personally identifiable information, 

time-based data deletion, and anomaly detection that flags unusual access patterns), 

institutional oversight through independent bodies with authority to audit the 

platform (parliamentary intelligence committee, Inspector General, privacy board, 

judicial review), and public accountability through aggregate metrics (number of 

investigations opened/closed, types of threats addressed, success rates, compliance 

violations). 

The Iranian diaspora has legitimate concerns about creating intelligence capabilities 

that could be abused, since many fled because of repression. The new government 

has to credibly commit that this platform won't become a tool of repression through 

structural commitments, not just rhetorical ones. 

Getting this right is hard. The US struggled with it for decades and still has 

controversies about NSA surveillance and FBI investigations. Israel has sophisticated 

intelligence with democratic oversight, but it's still contentious. No democracy has 

perfected this balance. 

Iran will have to figure it out in real-time during a national emergency. The 

platform's designers need to think through these issues before deployment because 

fixing them after the fact is nearly impossible. 

 

 



 

Speed Versus Perfection 

The platform needs to be operational by Day 1 of transition. That's the hard 

constraint. But building complex systems quickly creates risks: bugs in the code, 

incomplete testing, security vulnerabilities, imperfect entity resolution generating too 

many false positives, and analyst workflows that don't work in practice. 

The traditional software development approach (build it right, test extensively, 

deploy when ready) might take 18-24 months for something this complex. The 

operational requirement is: have something working in 6 months maximum. 

How do you reconcile this? Staged deployment (build the minimum viable platform 

first with core capabilities only, then add sophisticated features in later phases), 

iterative improvement (accept that the Day 1 system will have limitations and plan 

for continuous improvement based on operational feedback), parallel development 

(work on multiple components simultaneously and integrate as you go), reuse 

proven components (license Palantir Gotham as the foundation and customize it 

rather than building from scratch, use commercial cloud infrastructure), and accept 

calculated risks (some shortcuts are acceptable, and optimization can wait while 

correctness cannot). 

Technical debt is okay temporarily as long as you document it and plan to refactor 

later. The alternative is having perfect code that ships after the window has closed. 

The worst outcome is over-engineering the platform, missing the Day 1 deadline, and 

deploying beautiful, sophisticated infrastructure in Month 6 when the IRGC has 

already organized and launched its insurgency. 

This requires discipline. Engineers naturally want to build things right. Intelligence 

professionals naturally want comprehensive systems. You need leadership that can 

say "good enough for now, ship it, we'll improve it operationally." 



 

Why These Problems Are Harder Than The Technology 

The technology is actually the easy part. Human problems are non-deterministic. 

You can't A/B test political messaging about intelligence oversight. You can't 

algorithmically solve talent recruitment. You can't write code to generate 

international trust. These problems require political acumen, persuasion, network 

building, institutional design, and sometimes just persistence in the face of skepticism 

and resistance. 

The temptation is to focus on technology because it's tractable, but if you build 

perfect technology and fail on the human side (don't get funding, can't recruit talent, 

miss the deployment window, lose political support), then the perfect technology sits 

unused. 

The paradox is that solving the human problems is what makes the technology 

valuable. The technology enables the mission, but the human factors determine 

whether the mission succeeds. 

That's why this can't just be a technical project led by engineers. It needs political 

sponsorship from Pahlavi's team, operational leadership from experienced 

intelligence professionals, and sustained attention to the organizational and political 

challenges alongside the technical work. 

The good news is that these problems, while hard, aren't impossible. Other countries 

have built intelligence capabilities during transitions. The Baltics did it. Georgia did 

it after the Rose Revolution. It requires getting smart people aligned on the mission, 

securing resources, moving quickly despite obstacles, and maintaining focus on the 

operational deadline. 



 

The bad news is that awareness of these problems doesn't solve them. You actually 

have to do the work, and the work starts before the regime falls, when it's hardest to 

get people focused on problems that seem hypothetical rather than immediate. 

 

VI. THE PROJECT 

At some point in 2026 or 2027, the transitional government will be sitting in Tehran 

facing the reality we've been discussing theoretically. The IRGC hasn't disappeared. 

Attacks are happening or imminent. Billions in assets are vanishing. The borders are 

porous. And they'll have a stark realization: we need intelligence capacity, and we 

need it yesterday. 

By then it's too late. You can't compress a twelve-month development timeline into 

six weeks. You can't recruit world-class engineers during a national emergency. You 

can't train analysts while responding to active threats. You can't build relationships 

with foreign intelligence services in the middle of a crisis. 

The only way this works is if the platform exists before Day 1, which means the 

decision to build it has to happen now, in early 2026, while it still feels premature to 

most people. 

This isn't a theoretical exercise in scenario planning. This is the single highest-leverage 

decision that Crown Prince Reza Pahlavi's team and NUFDI will make in 

preparation for transition, because intelligence is the enabler that makes everything 

else possible. You can't implement economic reforms if car bombs are exploding. You 

can't hold constitutional conventions if assassinations are targeting reformists. You 

can't establish rule of law if the IRGC is operating with impunity. 

 



 

What Needs to Happen now 

Months 1-2 (Now through March 2026): Someone in Pahlavi's inner circle needs to 

champion this, not as one priority among many but as the priority for transition 

preparation. That person needs to be someone with credibility on both intelligence 

and technology. 

They need to secure commitment from H.I.H Reza Pahlavi personally 

(understanding this is foundational infrastructure), key donors and funders who can 

commit $15-25M, and allied governments willing to provide technical support and 

intelligence cooperation. 

Once commitment exists, assemble the founding team: a CEO/Director, 

(understands the mission, can recruit talent and manage development), a CTO 

(top-tier engineer), and a Chief Intelligence Officer (former senior analyst who can 

design workflows, train future analysts, and interface with allied services, must be 

Persian-speaking and deeply familiar with Iran). 

These three form the core and spend February-March recruiting the next 15-20 

people: engineers, intelligence professionals, and security specialists. Small team, 

exceptionally talented, fully committed. 

Months 3-6 (April-July 2026): The team builds the core platform. Not everything, 

just enough to be operational on Day 1. Technical work includes deploying graph 

database infrastructure on secure cloud, building entity resolution system trained on 

available Iranian data, developing capabilities for document processing, creating 

analyst interface for search, visualization, and investigation, implementing security 

controls and access management, and establishing integration protocols for foreign 

intelligence feeds. 



 

Operational work includes designing workflows for counterterrorism, asset recovery, 

and border security, developing training curriculum for future analysts, creating 

operational procedures and legal frameworks, establishing relationships with allied 

intelligence services, and beginning pre-positioning data from defectors and open 

sources. 

This isn't a complete system. It's a minimum viable platform that can be deployed 

rapidly and improved operationally. 

Transition period: The team continues development while preparing for deployment 

by training the first cohort of analysts (drawn from diaspora intelligence 

professionals), conducting exercises and simulations using historical data, refining 

ML models and entity resolution accuracy, expanding international cooperation 

agreements, developing deployment plans for multiple scenarios, and creating 

contingency procedures for rapid activation. 

The team might be working on refinements and planning. But critically, when 

transition happens (whether that's April 2026 or August 2028 or whenever), they're 

ready to deploy in 48-72 hours. 

 

Why This Timeline Is Non-Negotiable 

The regime could fall next month. The protests could reignite following a U.S. strike 

and cascade into revolution faster than anyone expects. The scenarios that lead to 

transition aren't predictable, but the timeline is: when it happens, it happens fast. 

The Iranian opposition can control exactly one variable in this equation: whether 

intelligence infrastructure exists when needed. They can't control when the regime 



 

falls or how it falls, but they can control whether that government walks into the 

first day with an operational intelligence platform or walks in blind. 

Every month of delay is a month closer to transition happening without this 

capability. The longer the decision takes, the narrower the margin becomes between 

"ready in time" and "catastrophically late." 

If serious work doesn't start now, the probability of having something operational 

before transition drops substantially. If work doesn't start until mid-2026, it becomes 

a gamble whether you finish before transition. If it doesn't start until 2027, you're 

almost certainly too late. 

The window is now. Not "soon." Not "once we have more clarity on transition 

timeline." Now. 

Who Needs to Act 

The decision ultimately rests with Crown Prince Reza Pahlavi and the National 

Uprising Council. They're the de facto government-in-waiting, and when transition 

happens, they'll be the ones responsible for security, governance, and preventing 

chaos. 

But the decision can't happen without funding, which comes primarily from the 

Iranian Diaspora (high-net-worth individuals who have the means and the 

motivation to provide the initial $5-10M). 

Each of these funding sources needs someone to approach them with a clear 

proposal: here's what we're building, here's why it's critical, here's what it costs, here's 

the team executing it, here's the timeline. 



 

That proposal exists now. This essay is part of it. The technical architecture is 

defined. The operational requirements are understood. The team composition is 

planned. What's needed is commitment from funders to actually make it happen. 

The Mobilization Moment 

There will come a point (maybe it already happened in a NUFDI meeting we're not 

privy to) where someone realizes this document is right. That intelligence 

infrastructure isn't just helpful, it's existential. That waiting until transition to build 

it guarantees failure. That the decision needs to happen now. 

When that moment comes, when someone with actual authority over resources and 

relationships decides "we're doing this," the timeline compresses dramatically. Calls 

get made to potential founding team members. Funders get approached with specific 

proposals. Allied governments receive formal requests for cooperation. Infrastructure 

gets provisioned. 

The project goes from theoretical planning to active development within weeks once 

someone commits to making it happen. 

Our goal with this essay is to create that moment of realization. To make it 

undeniable that this is the priority. To provide enough technical and operational 

detail that people understand exactly what's needed and why. To connect the dots 

between historical precedent, technical capability, and operational requirements in a 

way that makes the path forward obvious. 

If you're reading this and you have influence over resources, decisions, or 

relationships that affect Iran's transition preparation: this is the thing. Not one of 

many things. The thing. The enabler that makes everything else possible. 

 



 

VII. TWO FUTURES 

There are two ways Iran's story unfolds from here. 

Future One: Intelligence Dominance 

It's May 2026. The regime has fallen. Crown Prince Reza Pahlavi addresses the 

nation as Leader of the National Uprising. The transitional government is forming. 

There's euphoria but also uncertainty about what comes next. 

Behind the scenes, within 48 hours of the regime falling, the intelligence platform 

activates. Analysts who've been training for months are operational. The system 

begins ingesting data from former regime databases. Within 72 hours, they've 

identified the first priority targets: 327 high-risk IRGC personnel who require 

immediate detention or monitoring. 

By day 7, the first IRGC cell planning an attack gets rolled up before they can act. 

The platform identified them through network analysis and communications 

patterns. The tactical team moved fast. The attack never happens. 

By day 30, asset recovery has frozen $8 billion that was in process of fleeing abroad. 

The transitional government has money to pay civil servants and maintain essential 

services. 

By day 90, border security has prevented hundreds of attempts to move weapons and 

personnel. The insurgency that would have formed never gains momentum because 

key leaders got caught at borders or identified domestically before they could 

organize. 

By day 180, the truth and reconciliation process begins with actual documentation. 

Families get answers about disappeared relatives. Evidence exists for prosecuting 



 

major criminals. The public sees that accountability is happening based on facts, not 

vendettas. 

By day 365, Iran's democratic transition is beating the odds. There have been 

incidents, but nothing catastrophic. The new government has maintained security 

while establishing democratic institutions. International observers are cautiously 

optimistic. The economy is recovering. Civil society is rebuilding. 

And when historians write about how Iran succeeded where Iraq and Libya failed, a 

major factor will be: they had intelligence capacity from Day 1. 

Future Two: Flying Blind 

Alternatively, it's May 2026. The regime has fallen. The transitional government 

forms. They have the Iran Prosperity Project plans for economic recovery, legal 

frameworks, and political transition. But they have no intelligence infrastructure. 

Within two weeks, IRGC remnants have organized. The first attack kills 23 people at 

a government building. The second attack three days later kills a politician leading 

reconciliation efforts. The third attack bombs a mosque to spark religious violence. 

The government responds but it's reactive. They don't know who's planning attacks 

or where they are. They make mass arrests that create backlash. They implement 

security measures that look authoritarian and damage their democratic legitimacy. 

By day 90, billions in IRGC assets have disappeared to Dubai, Turkey, Malaysia. The 

government is cash-strapped. Essential services are degrading. International donors 

are hesitant to fund a government that can't maintain basic security. 

By day 180, the insurgency is entrenched. Foreign fighters from Hezbollah and Iraqi 

militias have infiltrated through porous borders. The IRGC has reconstituted 



 

enough capacity to conduct sophisticated operations. Parts of the country are 

contested territory. 

By day 365, Iran is descending into something between Iraq 2006 and Libya 2014. 

Not quite civil war but definitely not democratic consolidation. The moment of 

opportunity has passed. The international community is losing interest. The Iranian 

people are exhausted and disillusioned. 

And when historians write about why Iran's democratic transition failed, a major 

factor will be: they tried to build intelligence capacity after Day 1, when it was already 

too late. 

The Binary Choice 

There isn't a middle ground here. You either have intelligence infrastructure on Day 1 

or you don't. You either prevent the first attacks or you respond to them after they 

succeed. You either recover the assets before they flee or you watch them disappear. 

You either secure the borders or they remain porous. 

Marginal intelligence capacity is almost worse than none because it creates false 

confidence. A system that sort of works, that catches some threats but misses others, 

that provides incomplete information, gets people killed just as surely as having no 

system at all. 

This is why the platform has to be built right. Not perfect (we've established that 

perfection is impossible on the timeline), but right enough to actually function. 

Which means proper funding, proper talent, proper security, proper preparation. 

Half measures don't work. Building 50% of the platform doesn't provide 50% of the 

value. It probably provides close to 0% of the value because the gaps are where 

threats emerge. 



 

So the choice is: fund this properly or don't do it at all. Commit to building real 

intelligence capacity or accept that the transition will lack it. There's no middle 

option that's actually useful. 

What's Actually at Stake 

This isn't about whether Iran has a slightly better or worse transition. This is about 

whether ninety million people live in freedom or remain under tyranny. Whether the 

Middle East's most important country becomes a force for regional stability or 

descends into chaos. Whether the global balance between democracy and 

authoritarianism shifts meaningfully or stays static. 

Iran matters. A free, democratic Iran changes everything. It breaks the Shiite crescent 

of Iranian influence from Tehran to Beirut. It removes the world's leading state 

sponsor of terrorism. It transforms regional dynamics with Israel, Arab states, and 

Turkey. It creates the possibility of genuine Middle Eastern cooperation rather than 

eternal conflict. It demonstrates that we can build functioning democracies that 

aren't just electoral but actually liberal. It inspires democratic movements from Egypt 

to Pakistan. 

A failed Iranian transition does the opposite. It validates the authoritarian argument 

that democracy doesn't work in the Middle East. It creates a failed state with nuclear 

infrastructure, ballistic missiles, and terrorist networks. It produces refugee flows that 

destabilize neighbors. It gives Russia and China another example of Western-backed 

regime change leading to disaster. It condemns another generation of Iranians to 

repression. 

The stakes couldn't be higher, and the stakes turn on what seems like a technical 

detail: does the transitional government have intelligence capacity on Day 1? 



 

 

The Responsibility of Those Who Know 

There are perhaps a few hundred people globally who understand what we've laid 

out in this essay. Most are in intelligence services, think tanks, or tech companies. 

Some are in Pahlavi's circle or NUFDI. A handful are funders with resources to make 

this happen. 

These people bear a particular responsibility. They can't claim ignorance. They've 

seen what happened in Iraq and Libya. They understand the technical requirements. 

They know the timeline constraints. They're aware that decisions made now 

determine outcomes in 2027-2028. 

If they do nothing (if they read this essay, agree with the analysis, but fail to act), 

then they're complicit in whatever happens. You can't claim you didn't know. 

The people who understand this problem have the power to solve it. Not unlimited 

power (they can't single-handedly fund the platform or guarantee its success), but 

they have enough power to start the conversations, make the introductions, build the 

coalition, and set things in motion. 

That's all that's needed right now. Not solving the whole problem. Just starting the 

process. Getting the right people in a room. Making the case to funders. Recruiting 

the first few team members. Beginning the work. 

If those conversations happen in February-March 2026, there's time. If they don't, 

the margin shrinks dangerously. If they never happen, the platform never gets built, 

and Iran's transition faces catastrophically worse odds. 

 



 

The Closing Window 

We're in late January 2026. The window to build this platform before it's needed is 

open but closing. Every week that passes without serious work starting is a week 

closer to that window shutting. 

We can't make anyone act. We can only make the argument, lay out the evidence, 

explain the stakes, and hope it resonates with people who have the power to do 

something. 

But we'll be blunt: if serious work hasn't started by April 2026, the probability of 

success drops substantially. If it hasn't started by mid-2026, we're gambling with 

Iran's democratic future.  

The regime could fall tomorrow or in three years. Nobody knows. But that 

uncertainty doesn't justify inaction. It justifies preparation. Building the platform 

now means being ready whenever transition happens. Not building it means being 

caught unprepared whenever it happens. 

Intelligence Dominance or Democratic Failure 

The title of this essay is deliberate: Intelligence Dominance. Not "intelligence 

capability" or "intelligence capacity." Dominance. Because that's what's required. 

The transitional government needs to dominate the information environment. They 

need to know more about IRGC networks than the IRGC knows about theirs. They 

need to see threats before threats materialize. They need to move faster than their 

adversaries. They need to prevent rather than respond. 

Anything less than dominance means they're reactive, defensive, vulnerable. And 

reactive, defensive, vulnerable governments don't survive the first 180 days of 

post-authoritarian transitions. The historical record is unambiguous on this. 



 

Intelligence dominance isn't optional for democratic success. It's foundational. 

Everything else (constitutional reforms, economic recovery, international recognition, 

social healing) depends on maintaining security long enough for democratic 

institutions to consolidate. 

History Is Live in Tehran 

We opened this essay with that phrase. It bears repeating because it's true. 

Right now, in early 2026, the future is being determined. The Islamic Republic is 

weakening. The opposition is organizing. International dynamics are shifting. At 

some point in the next few years, the regime will fall. And what happens in the first 

days and weeks after it falls will determine Iran's trajectory for decades. 

The Iranian people deserve better than another failed transition. They've fought for 

freedom for forty-six years. They've endured repression, economic collapse, and 

international isolation. They've paid in blood for the chance at democracy. When 

their moment comes, they deserve a transitional government that's prepared to 

succeed. 

That preparation requires intelligence infrastructure. It requires the platform we've 

described. It requires decisions made now, in early 2026, when most people still think 

transition is hypothetical. 

The people who understand this have a choice: act on that understanding or watch 

Iran become another cautionary tale in the history of failed democratic transitions. 

We know which choice serves Iran's democratic future. We hope the people with 

power to make it happen agree. 

The clock is ticking. History is live in Tehran. And the window to act is closing. 



 

Make the call. Start the conversations. Build the platform. Give Iran's democratic 

transition the intelligence capacity it needs to succeed. 

The future of ninety million people depends on decisions made in the next ten 

weeks. 

 

Payandeh Iran. Javid Shah. 

 

About the Jahanbin Team 

Jahanbin is building AI-powered intelligence infrastructure to support Iran's 

transition to democracy. This essay represents our analysis and advocacy for creating 

the intelligence capacity necessary for successful democratic transitions.  

For more information or to get involved, contact us at Jahanbin.dev 
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