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[bookmark: _Toc216450777]1.0 Introduction
The Ysgol Y Twyn project is a new infant school and community facility funded by Caerphilly Council and the Welsh Government through the Sustainable Communities for Learning Programme (SCfL). The scheme will deliver a one-form entry school for 90 pupils, a 48-place nursery, a community hall and the Caerphilly Story Gallery, which must all be able to function independently. As a publicly funded development under the SCfL, the client requires a structured digital approach to managing design and asset information in line with the latest ISO 19650 series (UK BIM Framework, 2021).
This report sets out the BIM strategy proposed by LM Design Consultancy, explaining how information will be planned, produced and delivered across design, construction and operation. The strategy focuses on BIM maturity, collaboration, Levels of Information Need (LOIN), Computer Aided Facilities Management (CAFM) integration, and the use of a Common Data Environment (CDE).
The intention is to demonstrate how a clear and consistent information strategy will support project delivery, improve coordination, reduce risk and ensure that the new school and community spaces can be effectively operated throughout their lifecycle, supporting the aims of the SCfL (Welsh Government, 2022).
[bookmark: _Toc216450778]2.0 Project Information

	Project Name
	Ysgol Y Twyn

	Location
	Caerphilly

	Client
	Caerphilly Council

	Programme
	TBC

	Scope
	New School, Nursery, Community Hall and Gallery.
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LM Design Consultancy has been appointed as lead consultant responsible for developing and managing the project’s BIM strategy. The proposed project team structure follows the roles defined in ISO 19650 guidance (UK BIM Alliance, 2021):
· BIM Manager – LM Design Consultancy 
Responsible for managing BIM processes across the project and ensuring compliance with the BEP.
· Information Manager – LM Design Consultancy
Oversees information governance, naming conventions, requirements, and CDE workflows.
· Architectural Lead – Architectural Consultant 
Produces the architectural model, layouts, and general building design.
· Structural Lead – Structural Consultant
Responsible for structural modelling, analysis, and ensuring the structural design aligns with the other disciplines.
· MEP Lead – MEP Consultant
Responsible for mechanical, electrical, and public health modelling, ensuring building services integrate effectively.
· Cost Management Lead – Cost Consultant
Manages cost planning and quantity extraction using BIM data.
· Client and FM representatives – Caerphilly Council
Ensure asset information, operational data and CAFM needs are assessed and incorporated from the early stages.
This team structure defines clear responsibilities, supports collaborative working, and ensures that information requirements can be met throughout the project lifecycle.





[bookmark: _Toc216450780]4.0 BIM Strategy Overview
The BIM strategy demonstrates a structured, coordinated and standards aligned approach to information management for the multi-functional project, following ISO 19650 principles and the UK BIM Framework (UK BIM Framework, 2021).
The strategy is built around several core components including establishing BIM maturity requirements, defining responsibilities, setting LOIN, managing information through a CDE, and preparing asset information for future CAFM use. Collaborative working, coordinated models and consistent information flow help reduce risks and improve project delivery (HM Government, 2015). 
Adopting these processes ensures the project meets the SCfL funding requirements for digital information management, lifecycle planning, and transparent decision making, all of which are mandatory criteria for Welsh Government approval. 
[bookmark: _Toc216450781]5.0 BIM Maturity Strategy
Following Welsh Government Guidance, public sector projects in Wales are now required to follow structured information management processes aligned with the UK BIM Framework and the ISO 19650 suite. Although terminology has evolved, the main core expectations remain from the previous BIM Level 2 requirements, including collaboration, model federation, structured information exchange and auditability (UK BIM Alliance, 2019).
Therefore, following on from Welsh Government guidance, LM Design Consultancy will deliver a level of capability equivalent to BIM Level 2 but delivered through the updated ISO 19650 approach. This will include:
· Clear information requirements aligned with the client’s organisational and asset needs
· Use of a structured CDE
· Discipline-specific and federated models
· Defined information delivery milestones
· Transparent approval workflows
· Regular model validation and clash detection.
By adopting this maturity level, the project will meet current public-sector digital requirements while supporting the long-term asset management goals of the Welsh Government. In addition, comparable UK education projects which have been delivered at this maturity level have shown benefits such as rapid design, improved collaboration, and smoother transitions into operation (Construction Management 2019).
[bookmark: _Toc216450782]6.0 Information Requirements
[bookmark: _Toc216450783]6.1 The Level of Information Need (LOIN)
LOIN sets out the exact amount and type of information required at each stage of the project and for each building element. The LOIN is made up of three core components: ensuring that information is provided with the right level of geometric detail, the correct alphanumerical information and the relevant documentation (BSI, 2024). LOIN supports the principle of delivering “just enough information, just in time”, preventing excessive over-modelling, missing data, general confusion, and inconsistencies across the different design disciplines (NBS, 2022). 
[bookmark: _Toc216450784]6.2 Exchange Information Requirements (EIR)
To follow the required procedures and for the required information to be communicated and passed through the relevant stages, the BIM strategy requires the client to produce an EIR. The EIR will define exactly what information Caerphilly Council expects the project team to deliver through each stage of design and construction, including model formats and standards, levels of detail, coordination requirements, asset information needed for future CAFM use, sustainability data and security needs (UK BIM Alliance, 2019). A clear EIR ensures that all consultants understand the client’s expectations and deliver information accordingly.
[bookmark: _Toc216450785]6.3 Project Information Requirements (PIR)
The PIR defines the information required to support design decisions, coordination and cost planning. It ensures the project team produces the information necessary to coordinate the school, nursery and community facilities effectively.
[bookmark: _Toc216450786]6.4 Asset Information Requirements (AIR)
The AIR specifies the information needed by Caerphilly Council’s FM team after completion to operate and maintain the new development. This consists of asset tags, manufacture details, maintenance schedules, and performance data (CIBSE, 2021). Because the development contains several independent spaces, separate AIRs will be required so that FM teams can manage each facility’s different operational needs under the Council’s CAFM system.
[bookmark: _Toc216450787]6.5 Application of LOIN
LOIN brings the EIR, PIR and AIR together into a practical set of information that defines exactly what information must be produced and when. For example:
· RIBA 0-3 - Early stage/concept design: concept layouts and key room information
· RIBA 4 - Technical design: coordinated architectural, structural and MEP models
· RIBA 5 - Construction: installation level of detail and commissioning information
· RIBA 6 - Handover: asset information, O&M documents and COBie/IFC outputs.
LOIN supports both project delivery and the long-term FM objectives. Clear information requirements from the outset ensure the project meets SCfL expectations for data purposed whole-life management and supports cost reporting, sustainability and asset performance. 








[bookmark: _Toc216450788]7.0 Information Management Strategy (ISO 19650) 
The Information Management Strategy sets out how project information will be planned, produced and controlled in accordance with the ISO 19650 series and the UK BIM Framework. This ensures that all disciplines follow a consistent and auditable approach to information delivery, supporting coordination during design and providing the structured data required for handover and future FM use (UK BIM Framework, 2020).
A range of key documents support effective information management, outlining responsibilities and defining what information is required, when it must be produced, and how it should be validated. These are summarised in the table below.
Table 1 – Key Information Management Documentation and Responsibilities
	Document
	Purpose
	Produced By
	Reviewed By

	EIR
	Defines client information needs at each stage
	Caerphilly Council
	LM Design Consultancy

	PIR
	Specifies information needed for design and coordination
	Caerphilly Council/ Project Manager
	LM Design Consultancy

	AIR
	Sets FM/CAFM information needed for operation and maintenance
	Caerphilly Council FM Team
	LM Design Consultancy

	BEP (pre-contract)
	Describes how the project team intends to respond to the EIR.
	LM Design Consultancy
	Caerphilly Council

	BEP (post-contract)
	Agreed BIM strategy describing project workflows, roles and processes.
	LM Design Consultancy
	All Appointed Parties

	Task Information Delivery Plans (TIDPs)
	Details what information each discipline will produce and when.
	Each discipline lead (Architecture, Structure, MEP)
	LM Design Consultancy

	Master Information Delivery Plan (MIDP)
	Combines all TIDPs into one coordinated information schedule
	LM Design Consultancy
	Caerphilly Council/ All Consultants





[bookmark: _Toc216450789]7.1 Information Delivery Cycle
Information will follow the delivery cycle described in ISO 19650:
1. Plan: Information requirements and responsibilities agreed
2. Produce: Task teams develop models and data in the WIP area
3. Check: Internal discipline review for completeness and accuracy
4. Approve: LM Design Consultancy undertakes approval checks
5. Publish: Authorised information moved to the shared state
6. Archive: Superseded information stored securely for audit and records.
This structured process enables predictable, high-quality, and traceable information delivery.
[bookmark: _Toc216450790]7.2 LM Design Consultancy Role
LM Design Consultancy, as Lead Appointed Party and outlined in Table 1, will coordinate all information management activities as per the following:
· Developing and maintaining the BEP
· Managing TIDPs and compiling the MIDP
· Leading the approval workflow within the CDE
· Validating information against LOIN and EIR requirements 
· Overseeing federated model reviews and coordination meetings
· Ensuring compliance with ISO 19650-5 security measures.
This leadership ensures that information is delivered in a controlled, compliant and auditable manner, supporting both project delivery and future operational needs.








[bookmark: _Toc216450791]8.0 Coordination & Collaboration – CDE Platform
As discussed, a Common Data Environment (CDE) will be used to manage, store, share and coordinate all project information. The CDE provides a central, secure location for documentation, models and data, ensuring that all design disciplines can easily access and work from the most up-to-date information. The CDE will support communication between the consultancies and project team while providing the client with a clear audit trail of decisions and approvals.
[bookmark: _Toc216450792]8.1 CDE Workflow States
Information will move through the four standard ISO 19650 workflow states:
· Work in Progress (WIP) – Each discipline develops and checks its own models.
· Shared – Information that has passed internal checks is issued for coordination.
· Published – Approved information suitable for stage submissions or client review.
· Archive – Superseded information stored for project record and traceability.
Moving information through these states ensures that it is properly verified, approved and clearly identifiable to the project team.
[bookmark: _Toc216450793]8.2 Model Federation and Coordination
LM Design Consultancy will manage the creation of federated models by combining each practice’s models at agreed intervals. 
These federated models will be used to:
· Identify clashes between the discipline’s models
· Check spatial arrangements against educational and community space standards
· Verify model content against LOIN and EIR requirements
· Support coordination workshops with all design teams.
Clash detection will be carried out using suitable tools and identified issues will be logged in a tracking system and assigned to the relevant discipline lead for resolution.
[bookmark: _Toc216450794]8.3 Communication and Collaboration Processes
The CDE will support structured communication across the design team. Regular coordination meetings, supported by federated model reviews, will be carried out at agreed intervals, typically aligned with RIBA stages or key submission milestones. Meeting outputs such as actions, clash reports and revised deadlines will be recorded and stored within the CDE for transparency.
The use of cloud-based collaboration also enables consultants to work from the latest information together in real time, reducing delays and supporting more efficient workflows.
[bookmark: _Toc216450795]8.4 Benefits of CDE and Structured Coordination
Industry research shows that BIM-based coordination significantly reduces design clashes, project delays and rework (NBS, 2020), demonstrating the value of structured model federation and digital collaboration. For this project, these benefits contribute to better cost certainty, reduced waste and improved delivery, leading on to the following section.
[bookmark: _Toc216450796]9.0 Whole-Life Management & CAFM Integration
The SCfL Business Case Guidance (Welsh Government, 2022) highlights the importance of lifecycle cost planning, digital handover information and long-term maintainability, all of which are directly supported through structured BIM and CAFM processes. By embedding whole-life asset management from the earliest design stages, the project ensures that operational costs, maintenance, and energy performance are optimised (UK BIM Framework, 2020), whilst contributing to wider policy goals such as reduced running costs and long-term expenditure, Net Zero targets and lower carbon emissions in operation, and transparency (UKGBC, 2019). 
[bookmark: _Toc216450797]9.1 AIR and Digital Handover
To support long-term management, the project will deliver a comprehensive set of asset information at handover as defined in the AIR and structured for use in a CAFM system. 

This information will include:
· Asset registers
· Manufacturer data
· Warranty and maintenance information
· Performance data
· O&M manuals and commissioning records. 
· Spatial information for CAFM.
This structured asset information will allow Caerphilly Council’s Facilities Management team to manage maintenance, track replacements, plan servicing, and schedule refurbishments efficiently, therefore, reducing lifecycle costs and supporting sustainability goals.
[bookmark: _Toc216450798]9.2 Whole-Life Delivery
To deliver an effective whole-life asset management framework, LM Design Consultancy will:
1. Ensure that the AIR is drafted early and agreed with Caerphilly Council and the future FM provider, specifying required data for each building zone.
2. Embed asset data requirements into structured formats.
3. Maintain a structured dataset through the CDE until handover.
4. Provide a digital handover package including models, asset registers, O&M manuals, and maintenance schedules.
5. Support integration into a CAFM platform for the client FM team enabling scheduling, maintenance tracking, and lifecycle monitoring.







[bookmark: _Toc216450799]10.0 Conclusion
Overall, the BIM strategy for the Ysgol Y Twyn project provides a clear, structured and coordinated approach to managing information throughout the design, construction and operation by following the ISO 19650 and SCfL standard and Welsh Government expectations for digital working, transparency and long-term value (Welsh Government, 2022).
The BIM processes outlined in this report, including setting and applying consistent information requirements, using a CDE, and coordinating models support these aims by improving communication, efficiency, ensuring information is accurate and easy to trace for future maintenance needs.
The strategy also focuses on whole-life asset management, which is essential for meeting Welsh Government priorities on decarbonisation, reduced running costs and improved performance of public buildings (Welsh Government, 2022). By delivering structured asset information for CAFM systems, the project will help Caerphilly Council manage the school, nursery and community spaces more efficiently throughout their lifespan.
Overall, the BIM strategy provides a practical and reliable way to support both successful project delivery and the long-term goals of the SCfL, ensuring the project is delivered in compliance with Welsh Government standards while providing long-term value, reliability and transparency for the public sector. 
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