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Expanding Programs to Reduce Child 
Maltreatment in Orange County: Highlights of a 
Pay for Success Feasibility Study 
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(by) 
Children and Families 
Commission of Orange County, 
Institute for Child Success  

With support from the Institute for Child Success (ICS), Orange 
County, California studied the feasibility of using Pay for Success 
(PFS) financing, an innovative mechanism, to improve outcomes 
for its youngest children. PFS financing, also called “Social Impact 
Bonds,” can bring new resources, new partners, and a new focus 
on outcomes to early childhood services. Orange County was one 
of four jurisdictions selected to receive technical assistance from ICS in 2016 through the U.S. Social 
Innovation Fund’s PFS program. The feasibility study focused on the possibility of expanding 
evidence-based child maltreatment prevention services supported by the Orange County Children and 
Families Commission, ICS’s primary partner, as part of its Neighborhood Resource Network. This 
study focused on two programs: Triple P (Positive Parenting Program) and Parent-Child Interaction 
Therapy (PCIT). 

The study concluded that PFS is a feasible way to reduce child maltreatment in Orange County. It is 
immediately feasible for Triple P and feasible for PCIT once Orange County has fully collected data 
to establish baselines and project impact on outcomes that would be part of a PFS contract. 

This Executive Summary accompanies a presentation of the feasibility study findings.  

 

(the need) 
Orange County, California is home to more than three million residents, of whom 22% live below the 
poverty line. The cost of living in Orange County is 85% higher than the national average. 

Statistics regarding substantiated child abuses cases in Orange County reveal a strong need in 
Anaheim, Santa Ana, and the city of Orange in particular, as these areas each had more than 10 cases 
of substantiated child abuse per 1,000 children in 2014. Studies have shown that having been the 
subject of a report of suspected child maltreatment to Child Protective Services is the strongest 
predictor of injury or death during a child’s first five years of life. In addition, 60% of young children 
with a first report will experience a second report of maltreatment before entering kindergarten.1     

 

 

 

!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!!
1 Putnam-Hornstein, et al. “Risk of Re-Reporting Among Infants Who Remain in the Home following Alleged 
Maltreatment,” Child Maltreatment, 21 Nov. 2014. 
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PROGRAMS TO REDUCE CHILD MALTREATEMENT IN ORANGE COUNTY 

The Children and Families Commission of Orange County, in partnership with the Social Services 
Agency and local service providers, created the Neighborhood Resource Network to provide a 
voluntary referral network and engagement opportunity for all families who have received an initial 
report to the county child abuse registry and have at least one child age 0-5 who are not 
recommended for further mandatory services. Through the NRN, the County is already piloting a 
form of outcome-based funding: providers are rewarded for achieving specific outcomes including 
the absence of a subsequent child abuse report six months after the completion of services.  

However, current programs only have the capacity to reach 20% of the families referred (reported) to 
the child abuse registry. Thus, there are many families at risk of child maltreatment who could benefit 
from these programs but who do not currently have access to them. 
 

 

 

(reducing maltreatment through PFS financing) 
PFS financing addresses both the need to scale up proven programs and the scarcity of government 
funds to pay the upfront costs of expansion. PFS is a partnership in which philanthropic funders and 
private “impact investors” often provide the initial capital to scale these programs. Service providers, 
usually nonprofits or public agencies, deliver the actual program services. An outcomes payor, usually 
the government, pays for the outcomes only if an impartial evaluator determines that the program has 
achieved agreed-upon measures of success. A PFS project also provides valuable information to 
enhance accountability for government spending while using public-private partnerships to achieve 
the state’s goals. Although PFS is a less certain source of funding than direct governmental 
appropriations, it is one tool available for jurisdictions to expand programs that can benefit families 
and children. PFS can also be a valuable interim approach to funding programs known to reduce child 
maltreatment as direct governmental funding is expanded over a longer timeframe.  
 

TRIPLE P AND PCIT OUTCOMES 

At least two of the Neighborhood Resource Network programs have a demonstrated impact on 
reducing child abuse and neglect. Triple P uses a public health preventive approach, with five levels, 
depending on need: 
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Level 1 (communications campaign): builds awareness of parenting support options and reduces 
stigma associated with seeking support 

Level 2 (low-intensity seminars or single individual meetings): provides information on common 
parenting challenges 

Level 3 (1-4 sessions; individual or group): identifies and resolves commonly encountered problem 
behaviors 

Level 4 (8-10 sessions; individual, group, online, or self-directed): provides comprehensive strategies 
parents can use in any situation. Sufficient to address moderate and severe child behavior 
problems 

Level 5 (2-10 sessions; individual or group): provides additional support for families with complex 
issues including mental health, domestic violence, or child abuse. The duration and format 
differ based on need. 

 

More than 500 articles have been published about the impacts of Triple P, and it is the only parenting 
program that has been shown to have impact on a county level. Currently, Children’s Bureau and the 
Orange County Child Abuse Prevention Center provide Triple P level three and level four. 

Parent-Child Interaction Therapy (PCIT) is a program for parents of young children with emotional 
and behavioral disorders. PCIT places emphasis on improving the quality of the parent-child 
relationship and changing parent-child interaction patterns. Therapists typically coach from an 
observation room with a one-way mirror into the playroom, using a “bug-in-the-ear” system for 
communicating to the parents as they play with their child. The PCIT service provider currently has 
locations in Santa Ana, Fullerton, and Buena Park.  

Both Triple P and PCIT have numerous, rigorous studies showing that they produce important 
outcomes for children and parents: 

 
Triple P PCIT 

•! Decreased out-of-home foster care placements 
•! Decreased emergency room visits as a result of 

abuse/neglect 
•! Improved child behavior/reduced child problem 

incidents 
•! Improved child social-emotional outcomes 
•! Reduced parental depression 
•! Reduced substantiated abuse/neglect cases 

•! Improved child behavior/reduced child 
problem incidents 

•! Improved child social-emotional outcomes 
•! Reduced attention deficit hyperactivity 

disorder symptoms 
•! Reduced child abuse/neglect cases 

 
To be feasible for PFS financing, program outcomes must not only be supported by evidence, but 
also meet other criteria. Our review of the relevant literature found that Triple P produces at least two 
outcomes that meet criteria for PFS financing:  

•! Reduced child maltreatment 
•! Reduced out-of-home placements 

PCIT produces at least one outcome that meets criteria for PFS financing:  
•! Reduced child maltreatment 
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A FEASIBLE EXPANSION PLAN 

In order to determine whether expansion of Triple P and PCIT through PFS would be feasible, the 
Children and Families Commission with assistance from the Institute for Child Success developed 
one possible expansion scenario. We first assessed the capacity and readiness of the current service 
providers to expand in a way that will achieve the desired outcomes. The current service providers for 
Triple P have a very strong knowledge of the program, and have the capacity to scale (with additional 
staffing) while continuing to operate the program to fidelity. The PCIT service provider not only 
provides strong fidelity to the model, but also has four  PCIT Certified Trainers on staff. It has a very 
strong infrastructure and the capacity to train additional staff in order to scale the program.  

We selected target locations for a possible expansion based upon the child welfare data on the 
outcomes that met the criteria for PFS financing. Specifically, we selected six cities, which included 
(1) those cities that had the highest rates of substantiated abuse and neglect cases (Santa Ana, 
Anaheim, and Orange); (2) locations with high substantiation rates but limited access to services (San 
Juan Capistrano and Lake Forest); and (3) one city with a high substantiation rate and high rates of 
linguistic isolation (Garden Grove). 

 

City Households with 
Children Under 6 

Rate of Substantiated 
Cases (0-17) per 1,000 

Santa Ana 5,376 11.6 
Anaheim 7,483 11.4 
Orange 3,078 10.0 
San Juan Capistrano 672 9.7 
Lake Forest 1,948 7.3 
Garden Grove 2,571 6.3 
TOTAL 21,128   

Currently, Triple P providers have the capacity to serve approximately 500 families per year. To reach 
the families with the highest need in the community, Triple P needs to reach 25% of the families with 
children ages 0-12 with Levels 2-5 (depending on need). Expansion to 25% of families in those target 
cities would require Triple P to serve approximately 25,943 additional families over five years. The 
average cost per year of this expansion would be approximately $5,292,000. This expansion could 
significantly reduce out-of-home placements (by up to 33%) and substantiated child maltreatment (by 
up to 25%) in the Orange County cities where child abuse and neglect are high.   

The current PCIT provider serves 200 families annually, county-wide. Expansion of services in the six 
selected high-need cities would require approximate capacity to serve 1,250 additional families over 
five years. The average cost per year of this expansion would be approximately $1,155,000.  

The costs budgeted for this expansion include scaling infrastructure and staffing for both programs. 
For Triple P, the costs include training and support provided by Triple P America, growing the 
program to include all five levels of service for families. For PCIT, the costs include development of a 
training center for Orange County, to ensure training to fidelity and to strengthen community 
partnerships between service providers.  
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COST-BENEFIT ANALYSIS 

A review of relevant cost-benefit analyses demonstrates that the benefits of investing in these 
programs exceed the costs. According to rigorous analysis by the Washington State Institute for 
Public Policy, every dollar invested in Triple P results in benefits that range from $3.43 to $7.48. 
Similarly, for every dollar invested in PCIT, benefits range from $2.29 to $12.29. The overall benefits 
of expanding these programs clearly exceed the costs. Among the benefits of reducing child 
maltreatment is a decrease in the number of children who need to be placed in out-of-home care, 
which also saves the county money. 
 

(conclusion) 
The feasibility study concluded that PFS financing is a feasible way to reduce child maltreatment in 
Orange County through an expansion of Triple P. PCIT has also shown significant outcomes and a 
feasible expansion plan, and would be a strong complementary service to Triple P. With more 
investment into establishing baselines and projected impacts on child maltreatment, PCIT could also 
feasibly be expanded through PFS financing.  
 

CONTACT 

For more information, contact Anila Neumeister, Program Lead, Neighborhood Resource Network 
Program, Children and Families Commission of Orange County 
(Anila.Neumeister@cfcoc.ocgov.com) or Katherine Klem, Director, Policy Innovation and Impact 
at ICS (kklem@instituteforchildsuccess.org). 
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This study was conducted by the 
Commission in partnership with the 
Institute for Child Success.  This 
presentation provides a mere snapshot of 
multiple rigorous analyses that constitute 
the study.



Local Feasibility Study Partners
•County of Orange 
Social Services Agency

•Children and Families 
Commission

•Children’s Data Network

•Children’s Home 
Society of California
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County of Orange Demographics

• 3,165,203 
Residents

• 799 square miles
• Cost of living is 

85% higher than 
national average

• 22% of residents 
live in poverty

• 16.9 % of 
children under 
18 live in poverty

Source:  21st Annual Conditions of Children Report 



Substantiated Child Abuse in Orange County
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Child Maltreatment is Preventable
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A previous report to Child Protective 
Services (regardless of disposition) is the 
strongest predictor of injury or death 
during a child’s first five years of life

60% of young children with a first report 
will experience a second report of 
maltreatment before entering kindergarten
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2 Interventions That Can Prevent Maltreatment
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Triple P—Positive Parenting Program 
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• Public health preventive approach
• 5 levels, depending on need
• Offered where parents already go
• More than 500 published articles

Only parenting program that has 
shown an impact on a county level



Triple P Levels:
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Level 5

Level 4

Level 3

Level 2 

Level 1

Intensity of Intervention

Breadth of reach

Intensive Family Intervention

Broad-Focus Parent Training

Narrow-Focus Parent Skills Training

Brief Parenting Advice

Communications Strategy

Source: Sanders, M. R. (2014). Development, evaluation, and multinational dissemination of the Triple P-Positive Parenting Program. 8(1), 345–379.



Proven Outcomes of Full Triple P System
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Child-level

• Social-emotional outcomes
• Child behavior

Parent-level

• Parenting satisfaction
• Parenting practices
• Parental stress
• Depression and anxiety

Population-
level

• Child abuse/maltreatment rates
• Out-of-home placement rates
• Child emergency visits/injuries



Parent-Child Interaction Therapy (PCIT)
• Program for young children with emotional and behavioral 

disorders
• Session time typically spent coaching caregivers in using specific 

therapy skills
• More than 270 published articles
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Proven Outcomes of PCIT
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Child-level

• Social-emotional outcomes
• Behavior/reduced child problem incidence
• Temperament and self-regulatory abilities
• Behavior problems at school
• Attention deficit hyperactivity disorder symptoms

Parent-level

• Positive parenting behavior
• Tolerance for child behaviors
• Parent-child interactions
• Parental stress
• Negative parenting behavior
• Child abuse/neglect cases
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6,000

Families Referred to 
Child Abuse Registry, 

Not Substantiated

Current Program Capacity

Children Age 0-5

Many Families in Need are Unserved
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Focus on 6 Cities with Greatest Need
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101,000 
households 
w/children 
0-12

Highest rates of substantiated child 
abuse and neglect cases (Anaheim, 
Orange, and Santa Ana)

High rates of substantiated cases but 
currently have less access to services 
(Lake Forest and San Juan Capistrano)

High rates of substantiated cases along 
with multiple cultural barriers (Garden 
Grove)



Triple P Target Population
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City Households with 
Children 0-12

Rate of 
Substantiated Cases 

(0-17) per 1,000
Santa Ana 34,064 11.6

Anaheim 31,557 11.4

Orange 10,933 10.0

San Juan 
Capistrano 3,052 9.7

Lake Forest 6,554 7.3

Garden Grove 14,817 6.3

TOTAL 100,997 



Additional Triple P Capacity Needed in 
Six Target Cities

Eligible
Families/
Children

Current
Capacity

Avg Number of 
Families to be 
Served*

101,000 families 
in target 
population

500 families 
served annually, at 
Levels 3-4

Level 1:  101,000
Level 2:  1,113
Level 3:  1,335
Level 4:  1,113
Level 5:  1,955

19

*Based upon projections of families to be served to achieve population-
level impact from Triple P America, across 5 years (Level 2 across 4 
years)



Triple P Expansion Plan

Implement all 5 levels  (public health 
approach)

Level 1 reaches 
all families in 6 

cities

Levels 2 & 3 
available to all 

through 
community-

based providers

Levels 4 & 5 for 
families with 

greater risk and 
need

20

! City-level impact on child maltreatment and foster care



Potential Triple P Implementing Agencies
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Cost of Triple P Expansion
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Year 1 Year 2 Year 3 Year 4 Year 5 Total

Level 1 $150,000 $150,000 $150,000 $150,000 $150,000 $750,000

Level 2 & 3 $750,000 $750,000 $750,000 $750,000 $750,000 $3,750,000

Level 4 & 5 $1,875,000 $3,750,000 $5,000,000 $4,500,000 $4,050,000 $19,175,000

Triple P 
America $470,000 $460,000 $385,000 $275,000 $280,000 $1,870,000

Implement
ation Team $183,000 $183,000 $183,000 $183,000 $183,000 $915,000

Total $3,428,000 $5,293,000 $6,468,000 $5,858,000 $5,413,000 $26,460,000

Average cost per year: $5,292,000

Total cost per family:  $261



Benefits of Triple P Outweigh Costs
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Triple P 
Intervention

Benefits Costs Benefit to Cost 
Ratio

Level 1-5 $1,120 $150 $7.48: $1

Level 4 
(individual)

$3,369 $981 $3.43: $1

Findings
For every dollar invested, benefits of Triple P range 
from $3.43 to $7.48. 

Source:  Washington State Institute for Public Policy 



Outcomes With Monetary Benefits
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This figures are not Orange County-
specific but provide guidance on the 
benefit-cost ratio of the full system

Washington State Institute for Public Policy 

$7.48 of benefits per $1 cost 

Crime

Child abuse and neglect

Out-of-home placement

K-12 grade repetition and special education

Property loss

Health care

Labor market earnings
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People PCIT Could Serve
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15% of 
families

Families with a child 
abuse or neglect referral 
that was not investigated 
or was not substantiated

Six (6) cities with the greatest need 
for intervention

PCIT Target 
Population



PCIT Target Population
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City
# of Families with child age 
0-5 with non-substantiated 
referral 

Anaheim 1,024 

Garden Grove 347 

Lake Forest 100 

Orange 281 

San Juan Capistrano 89 

Santa Ana 1,154 

TOTAL 2,995 



Additional PCIT Capacity Needed

Eligible
Families/
Children

Current
Capacity

Number 
Unserved

Number of 
New Slots 
Needed*

2,995 families 
in target 
population

200 families 
served annually

2,795 families 250 families 
annually

29

The Unmet 
Need

*Based upon serving 15% of the target population.



PCIT Expansion Plan
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New PCIT Training 
Center

•Certified trainers
•Ensure fidelity to 
program model
•Add a clinical 
PCIT setting in 
South County



Cost of PCIT Expansion
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Year 1 Year 2 Year 3 Year 4 Year 5 Total

Program 
Costs (incl.
clinicians & 
infrastructure)

$659,700 $659,700 $659,700 $659,700 $659,700 $3,298,500

Training 
Center

$663,577 $660,002 $385,489 $385,489 $385,489 $2,480,046

Total PCIT 
Budget

$1,323,277 $1,319,702 $1,045,189 $1,045,189 $1,045,189 $5,778,546



Findings
• For every dollar invested, benefits of PCIT implementation range 

from $2.29 to $12.99

Benefits of PCIT Outweigh Costs

32

Benefits Costs Benefits 
minus Costs

Benefit to 
Cost Ratio

$21,089 $1,623 $19,466 $12.99: $1 

$3,207 $1,398 $1,808 $2.29: $1 

Source:  Washington State Institute for Public Policy 
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Can Orange County Fund Triple P and PCIT 
Expansion Through Pay for Success?
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Orange County competitively selected 
to receive federally funded technical 
assistance from Institute for Child 
Success 

10-month feasibility study
• Outcome Analysis
• Baseline Data Analysis
• Cost-Benefit Analysis
• Expansion Plan



Government contracts to pay 
for agreed-on, measurable 

RESULTS

An impartial evaluator 
assesses whether results are 

achieved

Service providers expand 
effective programs with 

support from foundations or 
impact investors

Key Features of Pay for Success Financing
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Assessing Outcomes for Pay for Success
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There must be sufficient 
EVIDENCE to persuade 

investors to invest. 

It must truly be an 
OUTCOME.

The outcome must occur 
in a TIMEFRAME that 

investors will accept. 



We Analyzed the Research and Concluded…

Triple P 
produces at 
least two
outcomes 
that meet 
criteria for 

PFS 
financing
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PCIT 
produces at 

least one
outcome 

that meets 
criteria for 

PFS financing



PFS-Suitable Outcomes

Triple P Outcomes
Reduced out-of-home placements

Reduced rate of substantiated child maltreatment
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PCIT Outcome*
Reduction in re-reports for abuse 

*Note: PCIT produces positive child behavior and mental health outcomes which could 
be feasible for PFS if measurement issues were addressed.



Projecting the Impact on Child Outcomes
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For PFS to be feasible, there must be a 
reliable way to measure outcomes

We must be able to predict the impact on 
the outcomes that will determine payment

and



Measuring Outcomes in Orange County, CA

Intervention Outcome Tool
Triple P Reduced out-of-home 

placements
Social Services 
Agency Data

Triple P Reduced rate of 
substantiated child 
maltreatment 

Social Services 
Agency Data 

PCIT Reduction in re-reports 
for abuse 

Social Services 
Agency Data
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The Impact of Expanding Triple P and 
PCIT

Intervention Outcome Baseline Projected 
Impact (Post-
Intervention
Rate)

Triple P Reduced out-of-
home placements

3.6 per 1,000 
families with 
children ages 0-12

2.4 per 1,000 families
with children ages 0-12 
(33% reduction)

Triple P Reduced rate of 
substantiated child 
maltreatment

10.4 per 1,000 
families with 
children ages 0-12

7.8 per 1,000 families
with children ages 0-12 
(25% reduction)

PCIT Reduction in re-
reports for abuse 

Not available Unable to produce
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Challenges in Projecting Impact for PCIT

Studies support positive impact 
on child maltreatment

However, the results of those 
studies can’t be translated to 
our target population

Further data collection/analysis 
needed to project the impact 
on the Commission’s target 
population for PFS financing
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• Implement full system for 5 years
•Government pays for child welfare 
outcomes (years 3-6)
• Substantiated abuse/neglect cases
• Out-of-home placement

• Track child behavior outcomes for 
specific populations
• Leverage federal funds to reduce state 
outcome payments

Potential Pay for Success Project Structure: 
Triple P

43



Potential PFS Timeline for Triple P

1 2 3 4 5 6

Triple P Levels 
1 and 2

Triple P Levels 
3, 4, and 5

Measurement 
Point #1

Measurement 
Point #1

First Payout

Second Payout

Third Payout

Last Payout

Last Measurement 
Point

Last Measurement 
Point

Year:

PCIT

Measurement 
Point #1

Last Measurement 
Point
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Conclusion
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Orange County should pursue 
Pay for Success financing for Triple P and PCIT

Pay for Success is a FEASIBLE way to improve the
health and wellbeing of Orange County children and 

communities



• Establishing a baseline and projecting 
impact for PCIT

• Confirming all community partnerships

• Training all partners and 
establishing fidelity

• Refining the parent 
engagement strategy

• Finalizing a funding 
structure

Challenges
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Next Steps

• Begin transaction structuring phase:
" Finalize success metrics
" Price outcomes
" Develop evaluation 

design
" Set up legal structure
" Identify service 

providers
" Negotiate contracts
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For more information on this feasibility study, contact:
Anila Neumeister
Program Lead, Neighborhood Resource Network Program, 
Children and Families Commission of Orange County (CFCOC)
Anila.Neumeister@cfcoc.ocgov.com

For information about Pay for Success financing, contact the 
Institute for Child Success:
http://pfs.instituteforchildsuccess.org/
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