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Introduction
This report explains how Graig Construction Consultants will support Caerphilly County Council in delivering a state-of-the-art infant school through specialist BIM consultancy. It outlines our project team and coordinated approach, demonstrating how our structured methods will enable effective collaboration, ensure compliance with key standards, give the client confidence in our delivery, and provide the Welsh Government with the assurances required for funding.
Project Information
Project Name: Ysgol Y Twyn 
UPRN: 5016
[bookmark: _Hlk215735024]Client / Employer: Caerphilly County Council
Project Location: Caerphilly, South Wales
Description: 1 form entry infant school for 90 pupils, with 48 PT Nursery provision, and Twyn Community Hall and Caerphilly Story Gallery. 
Project Team 
Company: Graig Construction Consultants
Business Address: Ty Graig, Mardon Park Central Avenue, Port Talbot SA12 7AX

Graig Construction Consultants is a team of dedicated, detail-oriented professionals delivering high quality construction project solutions. Using advanced technology and specialist Building Information Modelling (BIM) capability, we provide fully integrated services tailored to each project. Our BIM expertise enhances project coordination, ensures early decision making, and supports more reliable project outcomes. We are committed to supporting professional organisations and bridging the gaps that often arise between stakeholders on complex construction projects. Through BIM we produce clear, coordinated information that reduces misinterpretation, rework, and error. Our strength lies in understanding exactly what contractors and installers require to deliver work that meets and exceeds client expectations.
With extensive experience across both design and built environments, our team combines engineering expertise including architectural, structural, and M&E knowledge with advanced BIM capabilities to deliver complete lifecycle solutions.

Structure:
Our core skill set:
· Building Information Modelling (BIM) and Revit proficiency
· Computer aided Sustainable design 
· 3D modelling and spatial coordination
· M&E building services engineering
Project Funding Requirements
As Caerphilly Council are to receive funding from Welsh Government as part of the Sustainable Communities for Learning, there are several criteria which must be satisfied to meet the requirements of the grant. These are set out below.
Adoption and use of Welsh Government’s Education-Project BIM Protocol
The Welsh Government’s Education-Project BIM Protocol is a mandatory, contractually binding framework that all funded school projects must adopt. It requires the implementation of BIM Level 2 and the use of the international standard for information management ISO 19650. It also sets out clearly defined roles and mandates the use of a Common Data Environment, It sets out expectations for information exchanged based on Caerphilly County Council’s Information Requirements. It ensures standardised digital information including as-built models and asset data which is handed over to the Caerphilly County Council to support long-term operation and maintenance of the school facilities. Graig Construction Consultants will ensure we deliver a Bim model compliant with this requirement and implement effective communication and information management as per ISO19650.



BIM Maturity
Figure 1 illustrates BIM maturity levels, showing how digital information is created and shared. Level 0 relies on 2D drawings with minimal collaboration; Level 1 introduces basic 3D modelling and some structured data. Level 2, Required for Welsh Government funding, uses discipline specific 3D models coordinated through a Common Data Environment, with standardised data exchanges such as COBie under ISO 19650. Level 3 moves to a fully integrated, shared model supporting real-time collaboration and full lifecycle asset management. Overall, each level increases the sophistication and standardisation of information and collaboration.[image: BIM maturity Levels: from stage 0 to stage 3 - BibLus]
Figure 1 The UK BIM Maturity Model (Government Construction Client Group, 2011) 
Ysgol Y Twyn must achieve BIM Level 2 maturity as per grant requirements. Graig Construction Consultants’ Architectural, Structural, and MEP teams will produce 3D models and coordinate them through the Common Data Environment to ensure all parties work from approved, up to date information. Models can be integrated for activities such as clash detection but do not need to form a single model. Information will be exchanged in agreed formats like COBie, following ISO 19650 processes. 
ISO 19650
ISO 19650 is an international standard that sets out the best-practice process for managing information on construction projects using BIM. It defines how Graig Construction Consultants’ will create, share, organise, and control digital information throughout the project lifecycle, This will ensure consistency, collaboration, and set clear responsibilities. It replaces earlier UK BIM Level 2 standards (such as PAS 1192) and provides a common framework for information management.
Common Data Environment
A Common Data Environment (CDE) will be a shared digital space where all project information such as models, drawings, specification documents, and data is stored, managed, and exchanged. It provides a single storage point, so the whole project team works with the latest approved information, this is to reduce errors, avoid duplication of work, and confusion throughout the project lifecycle. Figure 2 and 3 show how the Common Data Environment (CDE) concept and process to manage how project information is created, reviewed, shared, and approved in a controlled digital space. It follows four stages Work in Progress (WIP), where each team develops its own information. Shared, where information is exchanged for coordination. Published/Approved, where information is formally signed off for use and Archive, where superseded information is stored for record-keeping. This structured workflow ensures everyone works from the latest, accurate data, reduces duplication and errors, and supports efficient collaboration across the project.
 
[image: A diagram of a workflow

AI-generated content may be incorrect.]
Figure 2 – Common Data Environment process
[image: A diagram of a project
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Figure 3 -Common data environment concept
Sustainable by Design
Ysgol Y Twyn will need to achieve minimum BREEAM Excellent to satisfy the requirements of Welsh Government.  Graig Construction Consultants architect will work with Caerphilly Council’s to achieve an Excellent sustainability rating which will show that Ysgol Y Twyn will perform well across areas such as energy usage, carbon emissions, water efficiency, materials used in its construction, health and wellbeing, and addressing ecology matters. It shows that Ysgol Y Twyn and Caerphilly County Council approach meets strict environmental standards, reducing its impact on the planet, and delivers a healthier, more efficient building.
BIM Execution Plan
The BIM Execution Plan (BEP) is the primary document outlining all information management processes for the project, ensuring full compliance with the Welsh Government BIM Protocol and ISO 19650. It aligns the project team’s activities with the Client’s Exchange Information Requirements (EIR) and Caerphilly Council’s Asset Information Requirements (AIR), ensuring that the right information is produced and shared. For Graig Construction Consultants to develop an effective BIM model on behalf of Caerphilly County Council, close collaboration between the client and wider project team is essential to determine the required level of information and detail, not only to satisfy funding requirements but to meet the expectations and operational needs of those responsible for the building once complete. Through this structured approach, the BEP supports grant funding assurance and reduces project risks.
Roles and Responsibilities
Clear roles and responsibilities in BIM are essential to ensure that every team member understands what information they must produce, review, and manage at each project stage. By defining accountability early, the project reduces the risk of insufficient information, duplication, and poor communication, helping deliver consistent, accurate information. The following table identifies some of the key stakeholders and their responsibilities and would be used alongside a Responsibility Assignment Matrix (RACI) chart during the project.
	Name
	Role
	Responsibilities

	Caerphilly Council
	Client
	Employees Information
Level of Information Needed
Welsh Government Engagement

	Cieran McGillian
	Project Director
	Stakeholder Management
Project Management

	Marc James
	Senior Project Manager
	Information Manager
ISO 19650

	Anthony Thomas
	BIM Manager
	Information Management
BIM Team Management

	Frank Williams
	Building Service Manager
	Building Service Information
CAFM
COBie

	Mali Evans
	Architect
	Architectural Designs
BREEAM

	Sally Smith
	M&E Specialist
	M&E Modelling
M&E Specifications
O&M Manuals

	Ian McLoud
	Commercial Manager
	Providing Costs
Contract Management

	Steven Morgan
	Structural Engineer
	Structural Modelling

	Tim O’Shea
	B.I.M Specialist
	BIM Modelling
Clash detection expertise



The Exchange Information Requirements (EIR) 
The Exchange Information Requirements (EIR) define the expectations for all digital information produced and exchanged throughout the Ysgol Y Twyn project. Key standards are set to ensure compliance, including ISO 19650 for structured information management, consistent naming conventions for all models, drawings, and documents, and COBie for asset information handover to support facilities management. The EIR specifies the deliverables expected at each RIBA stage, Adherence to these requirements provides assurance to both Caerphilly Council and the Welsh Government that the project will meet funding conditions, maintain accountability, and enable efficient management of design, construction, and long-term operational responsibilities.
Level of Information Needed (LOIN)
The level of information needed defines exactly what level of detail (LOD) and what level of information (LOI) the BIM model will contain at each stage of a project. It ensures the right information to support design, costing, coordination and construction is shared at the right time by the right people. It helps to make decisions without over or under producing detail within the BIM model, which can be the difference in hours of work and associated costs. It is set by the client and aligns with ISO 19650 which ensures a methodical and transparent approach so that the project develops in a structured and efficient manner.
Level of information (nongraphical/ data) 
The Level of Information (LOI) defines the non-graphical data required in the BIM model, including maintenance data, manufacturer details, expected lifespan, energy and sustainability data, and fire strategy data. This ensures efficient facilities management, accurate cost planning, precise tendering, and compliance with Welsh Government requirements. Caerphilly County Council sets the required detail at each project stage, enabling Graig Construction Consultants to develop BIM models that support design, construction, and long-term asset management.
Level of Detail (Graphical/ Geometric) 
The level of detail refers to how an object will appear within the model. This will be dependent on the requirements of the Caerphilly County Council and can range from a simple 3D geometric shape indicating an object occupying a space within the model to a fully detail model of that of object. Figure 4 below shows this visual representation. LOD100 would show the physical space a boiler would occupy within the dimensions required where as LOD500 is a far more detailed visual representation of a boiler in the same physical space.
[image: A diagram of different types of lod
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Figure 4 - Level of Detail representation at different levels of detail.
RIBA plan of Works
The RIBA Plan of Work provides a clear, structured framework that is especially valuable for a complex school project such as Ysgol Y Twyn, where multiple stakeholders and significant information exchange must be coordinated effectively. By breaking the project into defined stages with clear tasks, deliverables, and decision points, it supports consistent communication, timely collaboration and efficient management throughout the design and construction process. It is therefore recommended and considered industry best practice that the Ysgol Y Twyn project follows the RIBA Plan of Work, as shown in figure 5. Given the scale and complexity of the scheme, the framework will help Caerphilly County Council visualise the required information exchanges at each stage and provides all stakeholders with a shared understanding of the overall project progress.
[image: The RIBA Plan of Work & Stages — Architecture for London]
Figure 5 -RIBA Plan of Works 
Naming conventions
Due to the large amount of information exchanges required between Caerphilly County Council and Graig Construction Consultants along with various revisions as the project develops, it is essential to keep track of the latest documentation to ensure teams have the most up to date information and are working on the newest models to avoid clashes and unnecessary duplication of work. This ensures accurate models and prevents duplication of work. To manage this process all files, drawings, models and correspondence will be named in accordance with the following naming conventions outlined in figure 6, this is essential when working in common data environments.
Where a third party Facilities Management provider is going to used upon completion, file naming conventions should consider long-term operational and asset management requirements. All asset identifiers will comply with ISO 19650 naming conventions and COBie requirements to ensure compatibility with CAFM systems and to provide useable asset information throughout the building lifecycle.
[image: ]
Figure 6 – Naming Conventions
Asset information requirements and Whole life monitoring
Clear Asset Information Requirements (AIR) are essential for Ysgol Y Twyn because they define exactly what data Caerphilly County Council needs to operate and maintain the new school effectively. By specifying the required formats, standards, and asset data at handover, the Council ensures the final Asset Information Model supports facilities management throughout the building’s lifecycle. This information also underpins whole-life monitoring, enabling the Council to track performance, condition, and maintenance needs from design through to operation and future refurbishment. The BIM models produced by Graig Construction Consultants provide the structured, accurate digital data needed for this process and can be integrated with CAFM or asset-management systems, helping the Council plan maintenance, make informed decisions, and manage the school more sustainably and cost-effectively over time.
Computer-Aided Facilities Management (CAFM)
Ysgol Y Twyn will require some form of CAFM (Computer-Aided Facilities Management) which is computer software that is used to manage and track building maintenance, assets, spaces, and day-to-day facilities operations. It will assist Caerphilly County Council plan maintenance, record asset data, schedule work, and improve the efficiency and performance of their building.
Simple CAFM could be an excel spreadsheet, as shown in figure 7, displaying basic information such as manufacturer, install date, warranty’s, cost, product name, reference
Whereas a more advance option could be a software package which displays a large amount of asset data and performance as shown in figure 8. Graig Construction Consultants will work with Caerphilly County Council and their facilities representative to understand their needs and requirements to build them into the model.

[image: What Is CAFM Software? A Comprehensive Guide]
Figure7 – Basic excel CAFM  

[image: Free Facility Maintenance Management Software | Zoho Creator]
Figure 8 – Advanced CAFM software

Risk Management
BIM related risks are managed throughout the project by Graig Construction Consultants. Inconsistent model data is mitigated via modelling standards, templates, and audits, while unclear responsibilities are clarified through the delivery matrix and RACI tables. Misaligned LOIN expectations are addressed by following agreed standards. All documents are controlled with naming conventions, versioning and workflow protocols. Asset information gaps at handover are reduced through structured AIM requirements and early FM engagement. Whole-life data errors affecting operations are minimised by validating datasets against BEP quality criteria.

Summary
Through effective collaboration with Caerphilly County Council, Graig Construction Consultants will implement the outlined BIM execution plan to produce a model with the required level of detail and information that is needed not to satisfy Welsh Government requirements to gain grant funding and to also to ensure that effective construction, operation and maintenance of  Ysgol Y Twyn.
Case Study: Glyn Coch Primary. Rhondda Cynon Taff
[image: A building with trees and people

AI-generated content may be incorrect.]
Figure 9 – Glyn Coch Primary, Concept Design
Glyn Coch Primary is a strong example of the approach that Ysgol Y Twyn intends to follow, as both projects are supported through the Welsh Government’s Sustainable Communities for Learning programme. Delivered by Willmott Dixon in partnership with Rhondda Cynon Taf Council and funded by a £15 million Sustainable Schools Challenge grant, the new two storey school is designed as a community focused wellbeing hub that extends far beyond a traditional learning environment. It combines modern educational spaces with areas for community events, classes and support services, while embedding high environmental ambition through biodiversity enhancements, woodland planting, outdoor learning spaces, water-reuse strategies and passive design. Targeting Net Zero in operation, Passivhaus and BREEAM Outstanding, it aims to set a new benchmark for sustainable, healthy school design in Wales. There will be valuable lessons from Glyn Coch that can directly inform the Ysgol Y Twyn project, and Caerphilly County Borough Council would benefit from close collaboration with Rhondda Cynon Taf Council to share best practice.
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