4. PRIORITIZATION METHODOLOGY AND RANKING

4.1 Prioritization Framework
The Tog-Wajaale EACC Priority Investment Portfolio comprises six strategic projects. To ensure objective, transparent, and evidence-based prioritization, a weighted scoring methodology was developed. Projects have been ranked based on six criteria, each assigned a weight reflecting its relative importance in achieving sustainable urban development.
4.1.1 Scoring Criteria and Weights
	Criterion
	Weight
	Description
	Rationale

	Strategic Foundation
	25%
	Projects that create the enabling conditions for other investments
	Highest weight as foundation projects enable all subsequent investments

	Economic Impact
	20%
	Job creation, investment attraction, and economic growth potential
	Critical for attracting investment and ensuring long-term sustainability

	Social Impact
	20%
	Benefits to vulnerable populations, quality of life improvements
	Essential for inclusive development and community support

	Feasibility & Readiness
	15%
	Current stage, evidence available, implementation complexity
	Important for implementation timelines and risk management

	Catalytic Effect
	10%
	Ability to unlock other investments and generate synergies
	Recognizes projects that unlock additional investments

	Environmental Sustainability
	10%
	Environmental benefits and climate resilience
	Important for long-term resilience and climate commitments


4.1.2 Scoring Scale
	Score
	Description
	Interpretation

	9-10
	Exceptional
	Project strongly and comprehensively meets the criterion

	7-8
	Strong
	Project meets the criterion well with minor gaps

	5-6
	Moderate
	Project partially meets the criterion with notable gaps

	3-4
	Weak
	Project marginally meets the criterion with significant gaps

	1-2
	Very Weak
	Project does not meet the criterion


4.1.3 Weight Distribution Rationale
	Weight
	Rationale

	25% - Strategic Foundation
	Highest weight because projects that create enabling conditions have the most significant and lasting impact. Without foundation projects, other investments cannot be effectively implemented.

	20% - Economic Impact
	Economic growth is essential for attracting investment, creating jobs, and ensuring long-term sustainability. Projects with strong economic impact generate revenue and reduce dependency on external funding.

	20% - Social Impact
	Social inclusion is a core principle of the TWUEP. Projects that benefit vulnerable populations, improve quality of life, and address migration challenges contribute to social stability and community support.

	15% - Feasibility & Readiness
	Projects that are more ready for implementation present lower risks and can deliver benefits more quickly. This criterion recognizes the importance of practical implementation capacity.

	10% - Catalytic Effect
	Some projects have the ability to unlock other investments and generate significant synergies. These projects create a multiplier effect that extends beyond their direct impact.

	10% - Environmental Sustainability
	Environmental sustainability is essential for long-term resilience. Projects with environmental benefits contribute to climate action, resource efficiency, and public health.



4.2 Project Scoring Matrix
	Criterion
	Weight
	Priority 01: Urban Expansion
	Priority 02: Corridor Roads
	Priority 03: FTZ & Logistics
	Priority 04: Solid Waste
	Priority 05: Youth Centre
	Priority 06: Reception Centre

	Strategic Foundation
	25%
	9.5
	9.0
	8.0
	7.5
	6.5
	6.0

	Economic Impact
	20%
	8.0
	7.5
	9.5
	6.5
	7.0
	5.5

	Social Impact
	20%
	8.0
	7.0
	7.5
	8.5
	9.0
	9.0

	Feasibility & Readiness
	15%
	8.0
	8.0
	7.0
	7.5
	7.5
	7.0

	Catalytic Effect
	10%
	9.0
	8.5
	9.5
	7.0
	7.5
	6.5

	Environmental Sustainability
	10%
	8.5
	8.0
	7.0
	9.0
	6.0
	5.5

	Weighted Score
	100%
	8.50
	8.18
	8.15
	7.55
	7.20
	6.63

	Rank
	
	1
	2
	3
	4
	5
	6


4.2.1 Detailed Score Breakdown
Priority 01: Planned Urban Expansion Programme (Score: 8.50)
	Factor
	Score
	Justification

	Strategic Foundation
	9.5
	Creates the spatial framework for all other investments; manages 12.6-fold population growth

	Economic Impact
	8.0
	Enables economic development through serviced land; supports 5,000+ housing units

	Social Impact
	8.0
	Provides housing and services for growing population; prevents informal settlements

	Feasibility & Readiness
	8.0
	TWUEP framework in place; expansion boundary mapped; medium-growth scenario selected

	Catalytic Effect
	9.0
	Unlocks potential for FTZ, housing, and commercial development

	Environmental Sustainability
	8.5
	Incorporates green spaces (15%+ of urban area); climate-resilient zoning


Priority 02: Corridor & Arterial Road Upgrade (Score: 8.18)
	Factor
	Score
	Justification

	Strategic Foundation
	9.0
	Essential for access to all other investments; provides critical mobility

	Economic Impact
	7.5
	Enables trade facilitation; reduces transport costs; ~900 construction jobs

	Social Impact
	7.0
	Improves safety; reduces travel time; enhances access to services

	Feasibility & Readiness
	8.0
	Road network mapped; flood-risk zones identified; indicative cost estimate available

	Catalytic Effect
	8.5
	Enables trade and economic activity; supports FTZ access

	Environmental Sustainability
	8.0
	Climate-resilient drainage; flood risk reduction; green buffers


Priority 03: Inland Special Trade Zone & Logistics Hub (Score: 8.15)
	Factor
	Score
	Justification

	Strategic Foundation
	8.0
	Leverages strategic location on Berbera corridor; requires foundation and connectivity

	Economic Impact
	9.5
	Largest economic impact (~6,000 jobs; USD 500M+ trade; USD 50M+ tax revenue)

	Social Impact
	7.5
	Creates employment; supports 40% women/youth/displaced beneficiaries

	Feasibility & Readiness
	7.0
	Informal FTZ operating since 2015; indicative site identified; PPP structure needed

	Catalytic Effect
	9.5
	Attracts private investment and anchor tenants; catalytic for regional trade

	Environmental Sustainability
	7.0
	Green building standards; requires ESIA


Priority 04: Solid Waste Management System (Score: 7.55)
	Factor
	Score
	Justification

	Strategic Foundation
	7.5
	Essential public service; supports urban livability

	Economic Impact
	6.5
	Limited direct economic impact; supports public health and productivity

	Social Impact
	8.5
	Improves quality of life for all residents; public health benefits

	Feasibility & Readiness
	7.5
	Relatively low-cost, high-impact investment; indicative site identified

	Catalytic Effect
	7.0
	Supports urban expansion and industrial development

	Environmental Sustainability
	9.0
	Direct environmental benefits; reduced pollution; climate action


Priority 05: Youth Skills, Enterprise & Migration Centre (Score: 7.20)
	Factor
	Score
	Justification

	Strategic Foundation
	6.5
	Builds human capital; supports workforce development

	Economic Impact
	7.0
	Builds workforce for FTZ; supports entrepreneurship

	Social Impact
	9.0
	Addresses youth unemployment and irregular migration; high social impact

	Feasibility & Readiness
	7.5
	Leverages existing programmes (IGAD RMF, Cities Alliance); indicative cost available

	Catalytic Effect
	7.5
	Supports FTZ workforce development; builds local capacity

	Environmental Sustainability
	6.0
	Limited direct environmental impact


Priority 06: Reception & Reintegration Centre (Score: 6.63)
	Factor
	Score
	Justification

	Strategic Foundation
	6.0
	Supports social protection; complements other investments

	Economic Impact
	5.5
	Limited direct economic impact; supports social stability

	Social Impact
	9.0
	Addresses needs of vulnerable returnees; high social impact

	Feasibility & Readiness
	7.0
	Leverages IOM MRC and IGAD RMF programmes; indicative cost available

	Catalytic Effect
	6.5
	Complements Youth Centre and other investments

	Environmental Sustainability
	5.5
	Limited direct environmental impact



4.3 Ranking Summary
	Rank
	Priority
	Project
	Investment (USD)
	Weighted Score
	Classification

	1
	Priority 01
	Planned Urban Expansion Programme
	63,000,000
	8.50
	Foundation

	2
	Priority 02
	Corridor & Arterial Road Upgrade
	40,000,000
	8.18
	Connectivity

	3
	Priority 03
	Inland Special Trade Zone & Logistics Hub
	250,000,000
	8.15
	Economic Engine

	4
	Priority 04
	Solid Waste Management System
	10,000,000
	7.55
	Livability

	5
	Priority 05
	Youth Skills, Enterprise & Migration Centre
	10,000,000
	7.20
	Human Capital

	6
	Priority 06
	Reception & Reintegration Centre
	7,000,000
	6.63
	Social Protection



4.4 Classification System
	Classification
	Description
	Projects
	Rationale

	Foundation
	Creates the enabling conditions for all other investments
	Priority 01
	Provides serviced land, housing, and infrastructure framework

	Connectivity
	Provides access and mobility for all other investments
	Priority 02
	Enables access to FTZ, urban expansion, and trade corridor

	Economic Engine
	Drives growth and job creation
	Priority 03
	Largest economic impact; attracts investment; creates jobs

	Livability
	Ensures environmental sustainability and quality of life
	Priority 04
	Essential for public health and environmental protection

	Human Capital
	Develops the workforce and addresses social challenges
	Priority 05
	Builds skills; addresses youth unemployment and migration

	Social Protection
	Supports vulnerable populations
	Priority 06
	Provides essential services to returnees



4.5 Detailed Ranking Rationale
4.5.1 Priority 01: Planned Urban Expansion Programme
Score: 8.50 | Rank: 1 | Classification: Foundation
	Factor
	Score
	Rationale

	Strategic Foundation
	9.5
	Creates the spatial framework and serviced land for all other investments

	Catalytic Effect
	9.0
	Unlocks potential for FTZ, housing, and commercial development

	Environmental Sustainability
	8.5
	Incorporates green spaces and climate-resilient zoning


Key Justification:
This project is ranked #1 because it creates the fundamental conditions for all other investments. Without planned urban expansion, the city risks unplanned sprawl, informal settlements, and inefficient infrastructure. It provides the serviced land, roads, and utilities that enable the FTZ, housing, and social infrastructure to function effectively.
Key Benefits:
· Manages 576% population increase
· Provides 5,000+ new housing units
· Creates 100% water access and 80% sanitation coverage
· Establishes 15%+ urban green space
· Prevents informal settlement and unplanned sprawl

4.5.2 Priority 02: Corridor & Arterial Road Upgrade
Score: 8.18 | Rank: 2 | Classification: Connectivity
	Factor
	Score
	Rationale

	Strategic Foundation
	9.0
	Essential for access to all other investments

	Catalytic Effect
	8.5
	Enables trade and economic activity


Key Justification:
Road infrastructure is essential for connecting the FTZ to the Berbera corridor, enabling access to urban expansion areas, and facilitating trade. Without road upgrades, the economic potential of other investments cannot be realized. The project addresses immediate infrastructure deficits including unpaved roads, poor drainage, and flooding.
Key Benefits:
· 20 km of upgraded arterial roads
· 30% reduction in travel time
· 50% reduction in road accidents
· Reduced flooding on priority routes
· ~900 construction jobs

4.5.3 Priority 03: Inland Special Trade Zone & Logistics Hub
Score: 8.15 | Rank: 3 | Classification: Economic Engine
	Factor
	Score
	Rationale

	Economic Impact
	9.5
	Largest economic impact (~6,000 jobs, USD 500M+ trade)

	Catalytic Effect
	9.5
	Attracts private investment and anchor tenants

	Strategic Foundation
	8.0
	Leverages Tog-Wajaale's strategic location


Key Justification:
This project delivers the largest economic impact and creates the most jobs. However, it requires the foundation created by Priority 01 (Urban Expansion) and the connectivity provided by Priority 02 (Roads). It is ranked third because it depends on the first two projects for success.
Key Benefits:
· ~6,000 direct and indirect jobs
· 100+ companies established
· USD 500 million+ annual trade
· USD 50 million+ annual tax revenue
· 5%+ contribution to city GDP

4.5.4 Priority 04: Solid Waste Management System
Score: 7.55 | Rank: 4 | Classification: Livability
	Factor
	Score
	Rationale

	Environmental Sustainability
	9.0
	Direct environmental and public health benefits

	Social Impact
	8.5
	Improves quality of life for all residents

	Feasibility & Readiness
	7.5
	Relatively low-cost, high-impact investment


Key Justification:
Solid waste management is essential for public health, environmental protection, and quality of life. While it doesn't create as many jobs or generate as much economic activity as the FTZ, it is a fundamental service that enables a livable city as population grows toward 554,700.
Key Benefits:
· 90%+ waste collection coverage
· 30%+ recycling rate
· Reduced open dumping and waterway pollution
· Improved public health
· Reduced methane emissions

4.5.5 Priority 05: Youth Skills, Enterprise & Migration Centre
Score: 7.20 | Rank: 5 | Classification: Human Capital
	Factor
	Score
	Rationale

	Social Impact
	9.0
	Addresses youth unemployment and irregular migration

	Economic Impact
	7.0
	Builds workforce for FTZ and other opportunities

	Feasibility & Readiness
	7.5
	Leverages existing programmes (IGAD RMF, Cities Alliance)


Key Justification:
This project addresses critical social challenges including youth unemployment and irregular migration. It builds the human capital needed for the FTZ and other economic opportunities. However, it is most effective when the FTZ is operational and can absorb trained workers.
Key Benefits:
· 5,000+ youth trained annually by 2030
· Entrepreneurship support and incubation
· Safe migration information and guidance
· Job placement services
· Reduced irregular migration

4.5.6 Priority 06: Reception & Reintegration Centre
Score: 6.63 | Rank: 6 | Classification: Social Protection
	Factor
	Score
	Rationale

	Social Impact
	9.0
	Addresses needs of vulnerable returnees

	Feasibility & Readiness
	7.0
	Leverages existing programmes (IOM MRC, IGAD RMF)

	Economic Impact
	5.5
	Limited direct economic impact


Key Justification:
This project provides essential social protection for vulnerable returnees. While it has high social impact, it has limited economic impact compared to other projects. It is most effective when complemented by the Youth Centre (for skills training) and Urban Expansion (for housing).
Key Benefits:
· Dignified reception for returnees
· Psychosocial support and counselling
· Skills training and livelihood programmes
· Reintegration grants and business support
· Case management and follow-up

4.6 Implementation Sequencing Rationale
	Sequence
	Priority
	Classification
	Rationale

	First
	Priority 01
	Foundation
	Must be implemented first to create the land and framework for all other investments

	Second
	Priority 02
	Connectivity
	Must follow foundation to provide access to all areas

	Third
	Priority 03
	Economic Engine
	Requires foundation and connectivity to be effective

	Fourth
	Priority 04
	Livability
	Can be implemented in parallel with economic engine

	Fifth
	Priority 05
	Human Capital
	Best implemented as FTZ develops to provide trained workforce

	Sixth
	Priority 06
	Social Protection
	Can be implemented throughout but highest impact when other systems are in place


4.6.1 Sequencing Diagram
text
        PHASE 1: FOUNDATION (2025-2026)
        ┌─────────────────────────────────────────────────────────┐
        │  PRIORITY 01: PLANNED URBAN EXPANSION                  │
        │  Creates the spatial framework and serviced land       │
        │  Investment: USD 10,000,000 (Feasibility & Planning)   │
        └─────────────────────────────────────────────────────────┘
                                │
                                ▼
        PHASE 2: CONNECTIVITY (2025-2026)
        ┌─────────────────────────────────────────────────────────┐
        │  PRIORITY 02: CORRIDOR & ARTERIAL ROAD UPGRADE         │
        │  Provides access and mobility                          │
        │  Investment: USD 5,000,000 (Feasibility & Design)      │
        └─────────────────────────────────────────────────────────┘
                                │
                                ▼
        PHASE 3: ECONOMIC ENGINE (2027-2030)
        ┌─────────────────────────────────────────────────────────┐
        │  PRIORITY 03: INLAND SPECIAL TRADE ZONE & LOGISTICS HUB│
        │  Drives growth and job creation                        │
        │  Investment: USD 80,000,000 (Phase 1 Development)      │
        └─────────────────────────────────────────────────────────┘
                                │
        ┌───────────────────────┼───────────────────────────────┐
        │                       │                               │
        ▼                       ▼                               ▼
    PHASE 4: LIVABILITY     PHASE 5: HUMAN CAPITAL          PHASE 6: SOCIAL
    (2027-2028)             (2027-2028)                     PROTECTION
    ┌────────────────┐      ┌────────────────┐              (2028-2029)
    │ PRIORITY 04:   │      │ PRIORITY 05:   │              ┌────────────────┐
    │ SOLID WASTE    │      │ YOUTH CENTRE   │              │ PRIORITY 06:   │
    │ MANAGEMENT     │      │                │              │ RECEPTION      │
    │ Investment:    │      │ Investment:    │              │ CENTRE         │
    │ USD 8,000,000  │      │ USD 8,000,000  │              │ Investment:    │
    └────────────────┘      └────────────────┘              │ USD 6,000,000  │
                                                            └────────────────┘

4.7 Summary of Prioritization
	Rank
	Priority
	Project
	Classification
	Investment (USD)
	Weighted Score
	Key Strength

	1
	Priority 01
	Planned Urban Expansion Programme
	Foundation
	63,000,000
	8.50
	Enables all other investments

	2
	Priority 02
	Corridor & Arterial Road Upgrade
	Connectivity
	40,000,000
	8.18
	Provides access and mobility

	3
	Priority 03
	Inland Special Trade Zone & Logistics Hub
	Economic Engine
	250,000,000
	8.15
	Largest economic impact

	4
	Priority 04
	Solid Waste Management System
	Livability
	10,000,000
	7.55
	Environmental and public health

	5
	Priority 05
	Youth Skills, Enterprise & Migration Centre
	Human Capital
	10,000,000
	7.20
	Addresses youth unemployment

	6
	Priority 06
	Reception & Reintegration Centre
	Social Protection
	7,000,000
	6.63
	Supports vulnerable returnees
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