RE: BIM Strategy Appraisal – Ysgol Y Twyn (UPRN 5016)

Dear Sir/Madam,
I have attached the BIM Strategy Analytical Appraisal prepared by Awen Digital Construction Ltd for the Ysgol Y Twyn project.
The document outlines our proposed BIM approach. 
The report provides:
· Project-specific BIM objectives
· CDE and information management workflows
· LOIN 
· BIM maturity assessment and compliance framework
· Whole-life asset and CAFM integration strategy

We trust the attached report supports the Outline Business Case and assures a robust, value-driven digital strategy for the scheme. Please contact us if you require any further clarification.

Yours faithfully,

Robyn Watts 
Lead BIM Consultant
Awen Digital Construction Ltd





Company Name:
Awen Digital Construction Ltd

Business Address:
The Innovation Centre,
Tredomen Business Park,
Ystrad Mynach, CF82 7FQ

Company Overview:
Awen Digital Construction Ltd is a specialist BIM and Digital Construction consultancy running across Wales and the wider UK. 
We provide information management, digital coordination, asset information development, and BIM strategy services for public-sector clients, with a strong portfolio in education, community, and regeneration projects. 
Our mission is to deliver transparent, compliant, and operationally valuable digital outputs that support both capital delivery and long-term asset management.
Project team: 
	Role 
	Name 
	Responsibilities 

	Managing Director 
	Oliver Wishart 
	Overall company governance and assurance. Provides strategic oversight of BIM delivery. 

	Lead BIM Consultant 
	Robyn Watts 
	Development of BIM strategy 

	Digital co ordinator 
	Tom Smith 
	Day-to-day coordination of federated discipline models. Manages model exchanges, clash detection, and coordination reviews within the Common Data Environment. Supports consistent information delivery across design teams.


	Assets Information Specialist 
	Hannah Hughes 
	Development of structured asset data and Asset Information Model (AIM). Ensures data suitability for CAFM integration, COBie delivery, and long-term Facilities Management requirements
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1.0 [bookmark: _Toc216460802]Executive Summary 
This appraisal has been prepared specifically to support the Outline Business Case submission, providing assurance to Caerphilly Council and the Welsh Government that BIM maturity, governance, and whole-life value requirements are fully addressed. Effective delivery of the Ysgol Y Twyn project requires a structured and coordinated approach to Building Information Modelling (BIM). 
This BIM Strategy therefore sets out the planning, processes, and responsibilities necessary to meet the requirements of Caerphilly Council and the Welsh Government’s Sustainable Communities for Learning Programme. 
It outlines how BIM will be used to improve design coordination, support whole-life asset management, and achieve the required BIM Level 2 maturity, ensuring that all project participants share a clear understanding of their information obligations throughout the project lifecycle.

[bookmark: _Toc216460803]2.0 Project Overview 
[bookmark: _Int_X3ssSptH]The Ysgol Y Twyn project is an educational and community development found in the centre of Caerphilly town centre. The scheme is jointly funded by Caerphilly Council and the Welsh Government Sustainable Communities for Learning Programme, which mandates the use of BIM to a suitable level of maturity to ensure whole-life value, sustainability, and asset performance.
Each facility must function independently while forming part of a co ordinated, multi use school designed to support long term community and educational needs. 
It forms: 
· 1 form entry infant school for 90 pupils
· 48 PT Nursery provision
· Twyn Community Hall 
· Caerphilly Story Gallery

The purpose of this BIM appraisal is to show a business-case-ready BIM strategy that shows compliance with government funding requirements and positions the project for efficient delivery and long-term operation.

[bookmark: _Toc216460804]3.0 BIM Objectives 
The BIM aims for the Ysgol Y Twyn project have been developed to align with Caerphilly Council’s project requirements, the Welsh Government Sustainable Communities for Learning Programme, and recognised industry best practice. Following ISO 19650, these aims are designed to ensure that information is planned, produced, and managed in a structured manner to support decision-making throughout the project lifecycle.
The Little Book of BIM: Global Edition (BSI, 2023) highlights that practical BIM aims should be clear, outcome-focused, and proportionate, ensuring that digital processes deliver tangible value rather than unnecessary complexity. This principle underpins the BIM aims defined for Ysgol Y Twyn.
3.1.0 Primary BIM Objectives
1. To achieve BIM Level 2 maturity in compliance with ISO 19650
The project will adopt BIM Level 2 processes, including federated discipline models, structured information exchange, and use of a Common Data Environment (CDE). This aligns with Welsh Government expectations for education projects delivered under the Sustainable Communities for Learning Programme (Welsh Government, 2021).
2. To improve design coordination and reduce risk through federated modelling
[bookmark: _Int_xCsojDsQ]BIM will be used to coordinate architectural, structural and MEP information, enabling early clash detection and resolution. This supports safer construction processes, reduced rework, and improved programme certainty. The Little Book of BIM shows coordination as one of the most immediate and measurable benefits of BIM adoption (BSI, 2023).
3. To deliver correct and reliable information to support cost and programme predictability. 
Model-based information will support quantity take-offs, sequencing, and construction planning, improving the predictability of cost and time outcomes. ISO 19650 promotes structured information delivery to ensure that data is reliable and fit for purpose at each project stage.
4. To define and control Levels of Information Need (LOIN)
[bookmark: _Int_vdptheTP][bookmark: _Int_OhkSVFYb]LOIN will be clearly defined under BS EN 17412-1, ensuring that information is delivered at the right level of detail and at the right time. This prevents over-production of information and supports efficient collaboration. The Little Book of BIM emphasises that “more information is not always better information” and that clarity of purpose is essential (BSI, 2023).
5. To support whole-life asset management and CAFM integration
A key goal of BIM on this project is to deliver structured asset information suitable for Facilities Management. Maintainable assets will be captured within an Asset Information Model (AIM) to support long-term operation, maintenance, and lifecycle planning for Caerphilly Council. This aligns with the Welsh Government’s emphasis on whole-life value and sustainability.

[bookmark: _Toc216460805]4.0 Applicable BIM Standards 
The project will apply a suite of standards, led by the ISO 19650 series, which underpins the entire information management strategy.
Key ISO Standards
· ISO 19650-1 & 19650-2 – Capital delivery information management
· ISO 19650-3 – Operational information management
· ISO 19650-5 – Security-minded information management
· ISO 19650-6 – Health and safety information management
Supporting British Standards
· BS EN 17412-1:2020 – Levels of Information Need (LOIN)
· BS 8536-1 – Briefing for design and construction of buildings
· BS 1192-4 (COBie) – Asset data exchange
· BS 8644-1 – Digital management of fire safety data
· PAS 2080 – Carbon management in infrastructure
· CIC BIM Protocol (2nd Edition) – Contractual embedding of BIM

[bookmark: _Toc216460806]5.0 BIM Strategy Framework 
The BIM Strategy Framework for Ysgol Y Twyn follows the information management lifecycle, ensuring a structured and consistent approach to information delivery. The framework aligns people, processes, and technology to support collaboration, coordination, and transparency. BIM processes are embedded from project briefing through to operation, ensuring that information is planned, produced, and managed to support decision-making, risk reduction, and whole-life asset value.

[bookmark: _Toc216460807]6.0 Project Information Requirements 
Project Information Requirements are defined in line with ISO 19650 to ensure information is proportionate, consistent, and fit for purpose. Client, Exchange, and Asset Information Requirements clearly set out what information is needed, when it is needed and how it will be delivered. These requirements support design coordination, construction delivery, and long-term Facilities Management, while assuring compliance with Welsh Government funding expectations.

[bookmark: _Toc216460808]7.0 CDE Workflow and Information Management
The Ysgol Y Twyn project will utilise a Common Data Environment (CDE) as the single source of truth for all project information, following ISO 19650-2 and the UK BIM Framework Guidance Part C.
 The CDE supports structured information management by combining defined workflows with technical solutions to control the creation, exchange, and approval of information throughout the project lifecycle (UK BIM Framework, 2020).
[image: ]Information within the CDE will progress through four defined states:
· Work In Progress (WIP): Discipline-specific information development and internal quality checks.
· Shared: Information issued for interdisciplinary coordination and review.
· Published: Information authorised for contractual, construction or statutory use.
· Archive: Superseded or historical records kept for audit and traceability.
Figure 1: Common Data Environment (CDE) information container workflow showing Work in Progress, Shared, Published and Archive states (adapted from ISO 19650-1 and UK BIM Framework, 2020).
[image: ]The Information Manager handles enforcing CDE protocols, confirming compliance with naming conventions and metadata requirements, and ensuring overall information quality. The Little Book of BIM (BSI, 2023) names the CDE as a critical enabler of collaboration, reducing errors and duplication through controlled and transparent information sharing.

Figure 2: Example of information container metadata applied within a cloud-based Common Data Environment, illustrating ISO 19650 naming, status, and classification principles (UK BIM Framework, 2020).
[bookmark: _Toc216460809]8.0 LOIN 
Levels of Information Need (LOIN) for the Ysgol Y Twyn project are defined following BS EN 17412-1:2020 and supported by ISO 19650 Guidance Part D. The purpose of LOIN is to ensure that information is delivered at the right level of detail, quality, and structure to support specific project decisions, while avoiding unnecessary or excessive information production.
[image: ]ISO 19650 Guidance Part D (UK BIM Framework, 2021) emphasises that LOIN must be purpose-driven, defined by how information will be used rather than by the quantity of data provided. 
Figure 3: Example of Level of Information Need implementation showing the relationship between purpose, delivery milestone, actor and object (BS EN ISO 19650 Guidance Part D, UK BIM Framework, 2021).
For Ysgol Y Twyn, LOIN requirements are therefore aligned with design coordination, construction delivery, and long-term asset management needs, and are embedded within the project’s Master Information Delivery Plan (MIDP) and Task Information Delivery Plans (TIDPs).
Following BS EN 17412-1, LOIN is specified across three components:
Geometry:
At Stage 2, models will be massing, form and spatial relationships to support option appraisal. Stage 3 will deliver coordinated discipline models suitable for clash detection and spatial validation. Stage 4 will include detailed geometry for key assemblies and maintainable assets to support construction and handover.
Alphanumeric Data:
Asset data will be proportionate and focused on operational value, including Uniclass 2015 classification, warranty information, performance criteria, and maintenance cycles. Only assets requiring ongoing maintenance or statutory compliance will be populated with complete datasets.
Documentation:
Required documentation includes product certification, operation and maintenance manuals, and fire safety information following BS 8644-1.
The Little Book of BIM (BSI, 2023) highlights that effective BIM delivery depends on providing “the right information at the right time for the right purpose.” This LOIN strategy ensures that information produced for Ysgol Y Twyn directly supports project outcomes and whole-life asset management.

[bookmark: _Toc216460810]9.0 Whole- life Monitoring and CAFM Integration 
A core goal of the BIM strategy for Ysgol Y Twyn is to ensure that information produced during design and construction delivers long-term operational value. Following ISO 19650-3, the project will provide a structured Asset Information Model (AIM) to support whole-life monitoring, Facilities Management, and future asset decision-making.
Research by the Royal Institution of Chartered Surveyors (RICS) shows that implementing CAFM systems and related digital tools can result in annual maintenance savings of between 8% and 20%, achieved through process consolidation and a shift towards proactive, condition-based management rather than reactive responses to faults. This evidence shows that structured, integrated asset information — as delivered through BIM and CAFM integration — can reduce lifecycle costs and improve overall operational performance.
The Little Book of BIM (BSI, 2023) further highlights that the most significant value of BIM is realised during the operational phase of an asset’s life rather than at handover. By prioritising structured asset data and CAFM integration, the Ysgol Y Twyn project aligns with the Welsh Government’s Sustainable Communities for Learning objectives, ensuring that digital information supports safe, efficient, and sustainable long-term operation of the school and associated community facilities.

[bookmark: _Toc216460811]10.0 BIM Maturity
Welsh Government policy requires all education schemes delivered under the Sustainable Communities for Learning Programme to adopt BIM Level 2 maturity as a minimum standard. BIM Level 2 is promoted for the efficiencies it offers in design coordination, cost management, programme certainty, and whole-life asset data delivery.
The Little Book of BIM: Global Edition (BSI, 2023) explains that BIM maturity is not defined solely using digital tools, but by the consistent application of structured processes, collaborative behaviours, and reliable information delivery across the project lifecycle. This perspective aligns with Welsh Government expectations that BIM should support long-term value rather than simply producing 3D models.
According to the Welsh Government (2021), BIM Level 2 maturity forms:
“a series of domain and collaborative federated models. The models, consisting of both 3D geometrical and non-graphical data, are prepared by different parties during the project life cycle within the context of a common data environment. Using proprietary information exchanges between various systems, project participants will have the means necessary to provide defined and validated outputs via digital transactions in a structured and reusable form.”
[image: ]This definition aligns with the UK BIM Maturity Model developed by the Government Construction Client Group (2011), illustrated in Figure 4. The model shows BIM Level 2 as the point at which discipline-specific 3D models are produced, coordinated, and exchanged within a managed Common Data Environment (CDE), supported by agreed standards and information workflows.

The Little Book of BIM reinforces that maturity at this level depends on three interrelated factors:
· Behaviour – collaborative working practices, early engagement, and transparency between disciplines

· Process discipline – consistent application of standards such as ISO 19650, including defined roles, workflows, and information approval stages

· Consistent information delivery – structured, confirmed information aligned to defined Levels of Information Need (LOIN)

For the Ysgol Y Twyn project, BIM Level 2 maturity will therefore be achieved not only through federated 3D modelling, but through the controlled management of information across the project lifecycle. This includes the use of a CDE, clearly defined information requirements, proportionate Levels of Information Need, and the delivery of a structured Asset Information Model (AIM) to support Facilities Management and whole-life asset operation.
By adopting this approach, the project shows compliance with Welsh Government BIM requirements while reflecting international best practice as outlined in the Little Book of BIM, ensuring that BIM maturity delivers measurable value for both capital delivery and long-term asset management.

[bookmark: _Toc216460812]11.0 Risk Management 
Effective risk management is essential to ensure the successful delivery of BIM on the Ysgol Y Twyn project. Key BIM-related risks include inconsistent information quality, lack of digital capability within the supply chain, and misuse of unapproved information. 
These risks will be mitigated through clearly defined information requirements, structured LOIN definitions, and controlled information exchange via the Common Data Environment (CDE). The Information Manager will undertake regular information audits, model validation checks, and compliance reviews to ensure alignment with ISO 19650 processes. This approach reduces technical, programme and operational risk while assuring Caerphilly Council and the Welsh Government.

[bookmark: _Toc216460813]12.0 Conclusion 
This BIM Strategy Appraisal shows a structured, standards-led approach to the delivery of Ysgol Y Twyn, ensuring that funding requirements and best-practice expectations are met. 
By adopting ISO 19650-compliant processes, clearly defined Levels of Information Need, and a robust Common Data Environment, the project is positioned to achieve BIM Level 2 maturity and deliver coordinated, reliable information throughout design and construction. Notably, the strategy prioritises whole-life value through structured asset information and CAFM integration, ensuring that digital outputs support long-term operation, maintenance, and sustainability. 
This holistic BIM approach enables informed decision-making, risk reduction, and efficient asset management, supporting the successful delivery and enduring performance of Ysgol Y Twyn.
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