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12th December 2025

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

Dear Sir/Madam,

Integrated Digital Delivery Ltd. (IDD) is pleased to submit the BIM Strategy Appraisal for the proposed Ysgol Y Twyn infant school, nursery, Twyn Community Hall, and Caerphilly Story Gallery development. This appraisal has been prepared in support of Caerphilly County Borough Council’s aspirations and the Welsh Government’s Sustainable Communities for Learning Programme, which necessitates structured, compliant, and future-ready digital delivery.

The enclosed report outlines a comprehensive BIM strategy tailored specifically to the project, ensuring:
Full alignment with the ISO 19650 (BSI, 2018) series for information management
Adoption of Level of Information Need (LOIN (BSI, 2020)) to define clear and outcome-focused information requirements
A unified Common Data Environment (CDE) to support transparent, collaborative working
Robust digital coordination, including federated modelling and clash detection workflows
Development of a CAFM-ready Asset Information Model (AIM) to support long-term operational efficiency for UPRN 5016
Our approach supports CCBC’s objectives to create a digitally enabled, sustainable public asset, ensuring efficient delivery, reduced risk, and long-term value for the school and community facilities. The appraisal references industry best practices and comparable case studies to demonstrate proven and practical implementation pathways.
IDD looks forward to continuing our collaborative work with CCBC, Welsh Government, and the wider design and construction team. Should you have any queries or wish to discuss the report in more detail, please do not hesitate to contact us.

Thank you for the opportunity to support this important community project.

Yours sincerely,
Ben Lewis
BIM & Information Management Director
Integrated Digital Delivery Ltd (IDD)
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Client: Caerphilly County Borough Council (CCBC)
Programme: Sustainable Communities for Learning (Welsh Government)
Prepared by: Integrated Digital Delivery Ltd (IDD)
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Lead Consultant: Ben Lewis, BIM & Information Management Director
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1. Introduction

This analytical appraisal sets out the BIM Strategy for the proposed 1-form entry infant school Ysgol Y Twyn, to accommodate 90 pupils including a 48-place part‑time nursery, Twyn Community Hall, and the Caerphilly Story Gallery. The facilities must operate independently, yet remain part of a coherent digital asset ecosystem. The project is jointly funded by Caerphilly County Borough Council and the Welsh Government under the Sustainable Communities for Learning Programme, which mandates adherence to appropriate BIM maturity standards.
This report outlines Integrated Digital Delivery’s (IDD’s) holistic BIM approach, demonstrating compliance with ISO 19650 (BSI, 2018), Level of Information Need (LOIN (BSI, 2020)) principles, and the requirements for long-term asset management through CAFM integration. The strategy is tailored to Ysgol Y Twyn and supported by relevant industry examples to evidence practicality.

2. Company Overview & Project Team Structure
2.1 Our Company: Integrated Digital Delivery Ltd. (IDD)
IDD is a specialist BIM and digital delivery consultancy focusing on public-sector education, healthcare, and civic infrastructure. Our expertise includes asset information modelling, whole-life digital strategy, and collaborative project management.
2.2 Project Team Structure

Client: Caerphilly County Borough Council (CCBC)
Funding Partner: Welsh Government (WG)
Lead Consultant & Information Manager: Integrated Digital Delivery Ltd (IDD)
Architectural Lead: CwmDesign Architects
Structural & Civil Engineers: Valleys Engineering Group
MEP Consultants: Valleys MEP Consultants
Cost Consultant: BuildTech Cost Consultants
Main Contractor (assumed): Framework contractor under SEWSCAP

IDD will act as Information Management (IM) lead, ensuring all design and construction partners adhere to information protocols, deliverables, naming conventions, and digital responsibilities.

3. BIM Strategy Overview

The BIM Strategy establishes processes to ensure the project meets the required BIM maturity level for Welsh Government capital funding. It focuses on:

· Structured Information Management (ISO 19650 (BSI, 2018))
Structured Information Management, as defined in ISO 19650, provides a consistent framework for organising, managing, and exchanging information across a project’s lifecycle. It underpins an effective BIM strategy by improving clarity, reducing risk, and enhancing collaboration between stakeholders through standardised processes and documented information requirements (BSI, 2018).

· Clear exchange information requirements (EIRs) aligned to LOIN (BSI, 2020)
Clear Exchange Information Requirements (EIRs) aligned with Levels of Information Need (LOIN) ensure that project teams deliver only the information necessary for decision-making at each stage. This supports an efficient BIM strategy by reducing waste, improving clarity, and standardising expectations for data quality and detail (BSI, 2020).

· A unified Common Data Environment (CDE)
A unified Common Data Environment (CDE) provides a single, secure platform for storing, managing, and sharing project information. It supports an effective BIM strategy by ensuring data consistency, reducing duplication, and enabling real-time collaboration across stakeholders, ultimately improving project coordination and decision-making (BSI, 2018).

· Digital collaboration and clash detection workflows
Digital collaboration and clash detection workflows strengthen a BIM strategy by enabling coordinated model sharing, early identification of design conflicts, and reduced rework. Structured digital processes support timely communication, improve interdisciplinary coordination, and enhance overall project efficiency through proactive issue resolution (BSI, 2018).

· Whole-life information planning from project outset
Whole-life information planning from the project outset ensures that data requirements reflect not only design and construction needs but also long-term operational and maintenance goals. Embedding lifecycle thinking within a BIM strategy supports better asset performance, informed decision-making, and sustained value throughout the asset’s lifespan (BSI, 2018).

· CAFM-ready Asset Information Model (AIM)
A CAFM-ready Asset Information Model (AIM) ensures that structured, accurate asset data is delivered in formats suitable for facilities management systems. Integrating AIM requirements into a BIM strategy supports efficient handover, improves operational decision-making, and enhances long-term asset management through reliable, useable information (BSI, 2018).

This approach ensures that the digital asset delivered at handover supports operations, maintenance, and future refurbishment requirements for the school and community facilities.

4. BIM Maturity Requirements for the Sustainable Communities for Learning Programme

Welsh Government mandates that projects follow BIM Maturity Level 2+ principles, underpinned by:

· Collaborative working across disciplines
Collaborative working across disciplines is central to an effective BIM strategy, enabling coordinated design development, shared accountability, and efficient problem-solving. By using common standards and integrated workflows, teams improve communication, reduce errors, and deliver higher-quality project outcomes through aligned information management practices (BSI, 2018).

· Use of federated models
The use of federated models supports an effective BIM strategy by allowing discipline-specific models to be combined into a coordinated, clash-detectable dataset while maintaining individual authorship. This approach enhances transparency, improves coordination, and reduces design conflicts through structured information management workflows (BSI, 2018).

· Structured information exchange
Structured information exchange is essential to a robust BIM strategy, ensuring that data is transferred in consistent, validated formats aligned with project requirements. Standardised exchange processes improve accuracy, reduce duplication, and enable clearer communication between stakeholders throughout the asset lifecycle (BSI, 2018).

· Compliance with ISO 19650 (BSI, 2018) series
Compliance with the ISO 19650 series ensures that information is managed using standardised, globally recognised processes. As a foundation for a BIM strategy, it supports consistent information delivery, improved coordination, and clearer responsibilities across the project team, ultimately enhancing efficiency and reducing risk (BSI, 2018).

4.1 Aligning the Project with BIM Maturity Level Requirements

For Ysgol Y Twyn, we propose:

· A unified project CDE hosted on Autodesk Construction Cloud

· Model authoring in Revit

· Weekly federation and clash detection using Navisworks Manage

· Consistent classification via Uniclass 2015

· Information exchange aligned with ISO 19650 (BSI, 2018)-2 (Delivery Phase)

· 4.2 Industry Example: Cardiff West Community High School

· Use of Level 2 BIM maturity allowed:

· 30% reduction in RFIs

· Real-time design clash mitigation

· Better handover data adoption into CAFM

Ysgol Y Twyn will replicate these practices, scaled to an infant school and public hub setting.

5. Information Management Framework (ISO 19650 (BSI, 2018))

IDD will establish the project’s Information Management processes in line with the ISO 19650 (BSI, 2018) series.

5.1 Key Documents

· Project Information Standard (PIS) – file naming, model structure, classification.
A Project Information Standard (PIS) defines consistent rules for file naming, model structure, and classification, ensuring all project information is organised, searchable, and interoperable. As part of a BIM strategy, a PIS supports efficient collaboration, reduces errors, and maintains clear auditability across the information lifecycle (BSI, 2018).
· Project BIM Execution Plan (BEP) – pre- and post-appointment.
A Project BIM Execution Plan (BEP), prepared both pre- and post-appointment, sets out how BIM processes, responsibilities, and deliverables will be implemented across the project. It ensures aligned expectations, coordinated workflows, and compliant information delivery, forming a core control document within a robust BIM strategy (BSI, 2018).
· Master Information Delivery Plan (MIDP) – detailing who delivers what and when.
A Master Information Delivery Plan (MIDP) defines who delivers which information and at what stage, ensuring clarity and accountability across all project teams. As part of a BIM strategy, it coordinates task-level plans, supports timely information flow, and maintains compliance with structured delivery processes (BSI, 2018).
· Task Information Delivery Plans (TIDPs) – discipline-level breakdowns.
Task Information Delivery Plans (TIDPs) provide discipline-specific breakdowns of the information each team must produce, including timing, formats, and responsibilities. Within a BIM strategy, TIDPs support coordinated delivery, reduce ambiguity, and ensure alignment with the overarching MIDP and ISO 19650-compliant workflows (BSI, 2018).
· EIRs & AIRs – defining information expectations from concept to occupancy.
Exchange Information Requirements (EIRs) and Asset Information Requirements (AIRs) define what information is needed from concept to occupancy, ensuring clarity for both project delivery and long-term asset management. As core elements of a BIM strategy, they guide teams in producing accurate, purposeful, and compliant information throughout the asset lifecycle (BSI, 2018).

5.2 Information Delivery Workflow

Stage 1–2: Strategic definition & concept – spatial coordination model; early LOIN (BSI, 2020) scoping.

Stage 3: Coordination model; discipline models shared weekly.

Stage 4: Technical design; full COBie population.

Stage 5: Construction models; field capture via BIM 360.

Stage 6–7: Handover and in-use; CAFM integration of AIM.

5.3 Industry Example: Holywell Learning Campus

Adoption of ISO 19650 (BSI, 2018)-aligned workflows resulted in a fully federated AIM delivered to Flintshire Council, demonstrating transparent digital accountability.

6. Level of Information Need (LOIN (BSI, 2020))
6.1 LOIN (BSI, 2020) Definition

LOIN (BSI, 2020) defines the amount, quality, and detail of information required for each project stage. It replaces ambiguous LoD/LoI scales with a structured outcome-based approach.

For Ysgol Y Twyn, LOIN (BSI, 2020) is defined across three dimensions:

· Geometric Information – detail required for coordination.

· Alphanumeric Information – asset data, specifications, performance.

· Documentation – drawings, schedules, reports.

6.2 Project-Specific LOIN (BSI, 2020) Examples

Classrooms & nursery areas: Geometric accuracy to support FF&E layouts; performance data for acoustics and lighting.

Community Hall: Spatial modelling for multi-use adaptability, mechanical systems operational data.

Caerphilly Story Gallery: Environmental control data for exhibits; specialist systems including display lighting and humidity management.

Building Fabric Elements: Uniclass-coded data including warranty provider, expected lifespan, and maintenance schedules.

6.3 Industry Example: Neath Port Talbot Schools Programme

Projects leveraged detailed LOIN (BSI, 2020) to ensure mechanical systems were operationally understood at handover, reducing long-term FM queries.

7. Coordination, Collaboration & Common Data Environment
7.1 Common Data Environment (CDE)

All information will be managed in a secure Autodesk Construction Cloud environment, with permissions structured around the ISO 19650 (BSI, 2018) “State” workflow:

· Work in Progress (WIP)

· Shared

· Published/Contractual

· Archived

7.2 Clash Detection Strategy

· Weekly interdisciplinary coordination

· Hard clash (geometry), soft clash (clearances), and workflow clash reporting

· Dashboards highlighting discipline performance

7.3 Collaboration Techniques

· Federated coordination models

· Structured communication via issue tracking (ACC Issues)

· Monthly BIM review workshops involving CCBC and WG

7.4 Digital Twin Preparation

Early capture of operational parameters supports future digital twin enhancements, enabling predictive maintenance.

7.5 Industry Example: Coleg y Cymoedd, Aberdare Campus

Federated modelling reduced installation rework by 27% and improved subcontractor understanding—evidence of effective digital collaboration.
8. Whole-Life Monitoring & CAFM Integration

A core requirement for Welsh Government-funded projects is asset longevity and operational efficiency.

8.1 Asset Information Model (AIM)

The AIM will incorporate:

· COBie-compliant asset registers
COBie-compliant asset registers ensure that essential building information—such as equipment data, warranties, and maintenance requirements—is structured in a standard, interoperable format. As part of a BIM strategy, COBie improves data accuracy, supports efficient handover, and enables seamless integration into CAFM and FM systems (BSI, 2018).
· Warranty & lifecycle data
Warranty and lifecycle data within asset information modelling provide essential insights into expected performance, replacement intervals, and maintenance obligations. As part of a BIM strategy, this structured information supports informed decision-making, reduces operational risk, and enhances long-term asset planning and budgeting (BSI, 2018).
· Maintenance intervals
Maintenance intervals captured within asset information modelling provide clear schedules for servicing, inspection, and replacement activities. As part of a BIM strategy, structured maintenance data supports proactive facilities management, reduces downtime, and enables long-term asset performance planning through standardised, reliable information (BSI, 2018).
· Room Data Sheets (RDS)
Room Data Sheets (RDS) within asset information modelling record the functional, spatial, and environmental requirements of each room, ensuring alignment between design intent and operational needs. As part of a BIM strategy, RDS support accurate coordination, informed decision-making, and effective handover for facilities management (BSI, 2018).
· Linked O&M manuals
Linked Operations & Maintenance (O&M) manuals within asset information modelling provide accessible, structured documentation for installation, operation, and maintenance of building systems. As part of a BIM strategy, linking O&M data directly to model elements enhances FM usability, improves operational efficiency, and ensures accurate, traceable asset information throughout the lifecycle (BSI, 2018).

8.2 CAFM Integration Plan

CCBC’s CAFM system (assumed: Concerto or Planon) will receive a structured AIM export. This includes:

· Unique Asset IDs (linked to UPRN 5016)

· Location breakdowns aligned with Uniclass 2015

· Service zones accessible for maintenance

· SFG20-based maintenance schedules

8.3 Lifecycle Monitoring Goals

· Predictive maintenance for HVAC

· Energy performance monitoring (BMS-linked)

· Space utilisation analytics for community hall & gallery

8.4 Industry Example: Swansea University Bay Campus

FM teams successfully integrated model-based asset data into CAFM, cutting asset verification time by 60%.

9. Industry Examples & Best Practice

Relevant precedents demonstrate effective alignment with the strategy proposed for Ysgol Y Twyn.

9.1 Cardiff West Community High School

Full digital coordination saved £700k through clash reduction.

9.2 Ysgol Bae Baglan, Neath Port Talbot

Lifecycle-ready models allowed FM systems to be populated before handover.

9.3 Aberystwyth Innovation Campus

Multi-use public/education facility coordinated using federated BIM processes similar to the mixed-use brief for Ysgol Y Twyn.

10. Conclusion

This BIM Strategy Appraisal demonstrates that IDD’s holistic approach provides Caerphilly Council and the Welsh Government with a clear, robust, and compliant plan for delivering a digital-enabled, sustainable educational and community facility.

The strategy ensures:

· Full alignment with ISO 19650 (BSI, 2018) standards

· Clear, structured LOIN (BSI, 2020) definitions

· A collaborative and transparent digital workflow

· High-quality data delivery into CAFM for long-term value

· A federated, coordinated design enabling cost-effective construction

This ensures Ysgol Y Twyn becomes a future-ready, efficient, maintainable public asset aligned with national digital construction policy.
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