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We are so excited that you are interested in
starting a JustChange chapter in your
community! 

This handbook is a starter guide. You will find
information on processes that we developed,
lessons we learned, and suggestions, samples
and templates that you can use to get started.

While we ran the Ottawa chapter for over six
years, we’ll be first to admit we don’t have all
the answers – but we’re here to help and be a
thought partner as you get started. 

Questions? Challenges? Reach out at
info@justchange.ca.

JustChange Ottawa

Hello!

getting started

3



ABOUT
JUSTCHANGE

WHAT WE DID...5
VALUES...6

GUIDING PRINCIPLES...8

THE GIVING 
MODEL

HOW IT WORKS
CALL FOR GREAT IDEAS

SELECTION
JUSTDRINKS 

COMMUNICATIONS

CREATING 
YOUR CHAPTER

FINDING YOUR PEOPLE
GOVERNANCE

FINANCES
PARTNERSHIPS



JustChange began as JustChange
Ottawa, a group of 12 friends who
came together to pool their money in
support of great ideas for social
change, environmental sustainability
and economic development in the
city. 

It's been a fun, social way to support
important change where we live, while
growing personally and professionally. 

At JustChange Ottawa, each member
contributes $50 per month. Every
other month, we put out a Call for
Great Ideas (a Request For Proposals),
then meet to discuss the proposals,
give a $1,000 grant and host a
‘JustDrinks’ event to celebrate the
grantee. 

Since we started in 2013, JustChange
Ottawa has given out over $40,000 to
accelerate great ideas in our
community, celebrated more than 30
grantees at JustDrinks events, and
formed life long connections and
friendships with our fellow board
members and grantees.

WHAT WE DID

$40,000
given to accelerate great
ideas in the community

ABOUT
JUSTCHANGE
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values

We strive to bring out the best in humanity. This includes
being understanding, treating individuals with respect, not
being prejudiced against any person due to situations
outside of that person's control, not calling into
questioning the motivations of other group members, by
not being antagonistic toward others, and overall not
being a jerk. We strive to treat each other as we would like
to be treated, with fairness and respect.

H U M A N I T Y ,  F A I R N E S S  A N D  R E S P E C T

We value openness and honesty. This includes speaking
our whole truth. This can be a very vulnerable experience,
and we value honesty by listening to what is said. We
understand that we can have very different opinions, and
still treat one another with respect. Sometimes honesty
can be challenging to receive or can accidentally injure
someone in the chapter; in those moments, we take
accountability for our words and take time to understand
that person’s experience.

H O N E S T Y  A N D  O P E N N E S S

It takes courage to be part of the selection
process; a leap of faith is taken with every
grantee. Everyone is expected to have the
moral courage to take risks, to speak up, and
to do what they think is right in difficult
circumstances. This can be very
uncomfortable, and we support one another
through this experience.

C O U R A G E

ABOUT
JUSTCHANGE
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values

Agree to disclose any potential conflict of interest and
any outside information that is relevant to the selection
process. When deciding to disclose, we err on the side of
oversharing.

T R A N S P A R E N C Y

We support each other and collaborate openly and
positively. We are all expected to pull our own weight,
but understand that everyone has a unique situation. We
contribute in the ways that are best aligned with what
we can offer at the time.

T E A M W O R K ,  C O L L E G I A L I T Y ,  A N D  M U T U A L
S U P P O R T

ABOUT
JUSTCHANGE
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guiding principles

Simplify and automate whenever possible. JustChange is
volunteer-driven and success depends on preventing
volunteer burnout.

M A K E  I T  E A S Y

Selecting a grantee is a very difficult
process, and it involves a lot of
concessions. It is built on a foundation of
mutual trust and respect. Instead of trying
to “win” the selection process, we
encourage each other to consider whether
we can “live with” the decision, even if it’s
not the one we may personally want.

M A K E  D E C I S I O N S  B Y  C O N C E N S U S

Application eligibility should be broad,
the application itself short, simple and
easy to complete. All individuals and
groups – incorporated or not, for-profit or
non-profit – are eligible to apply.

L O W E R  B A R R I E R S

Once the money is deposited into a recipient’s account, it’s
theirs, they are the experts. JustChange realizes that it does not
have any control over how the funds are ultimately used.

C U T  T H E  S T R I N G S

Ask yourself, is the grant the difference between
something failing or growing to the next stage.

P R I O R I T I Z E  A C C E L E R A T I O N  O F  I D E A S

ABOUT
JUSTCHANGE
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HOW IT WORKS
JustChange is a giving circle, a group of people who come
together to pool their own funds in support of things that matter
to them in their local communities. 

01 Create and promote a 'call for great ideas' (also
known as a Request For Proposals or application)
with the tools and networks available to you. 

L A U N C H I N G  A  C A L L  F O R  G R E A T  I D E A S

02
Chapter members come together in coffee shops,
coworking spaces and/or living rooms to go
through the selection process and pick the
grantee (the great idea).

S E L E C T I N G  T H E  G R E A T  I D E A  T O  F U N D

03 Get in touch with the grantee and start
organizing a JustDrinks event to celebrate
with your community.

C E L E B R A T I N G  T H E  G R E A T  I D E A

JustChange Ottawa had ten to twelve members who each gave
$50 per month.This gave us $1000 to give every two months and
a small amount left over to cover any additional costs.* Every two
months we then go through a granting cycle that involves...

T H E  J U S T C H A N G E  M O D E L

*Note: This worked for us. The number of members and the amount of money can
vary. The point is getting people together to get money out the door in support of
great ideas in your community. If collectively you can raise $10,000 every two
months with 5 people, great! If you need 15 people to raise $500 in the same
period, that's great too! Just try!

THE GIVING 
MODEL
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Update/link to the call for great ideas on whatever platform you use to reach your
audience. We used a website but this could easily be a Facebook/instagram page,
TikTok account, Linktree etc.
Promote the call for great ideas and its closing date.
See a sample call for great ideas on page 13 and communication strategy on page 22.

L A U N C H  C A L L  F O R  G R E A T  I D E A S

Find a time & location that works for most people. Not everyone will make it every
time.
Bring treats - best decisions are made on full stomachs.
Schedule some hangs before & after. This should be fun!
Assign the follow up tasks, pick some tentative dates for JustDrinks.
See our recommendations for reviewing applications on page 14.

S E L E C T  T H E  G R E A T  I D E A  -  " M E E T U P "

Contact the winner. In person if possible - It’s really fun news to deliver!
Confirm a date to celebrate their great idea at a JustDrinks event.
Send a “thanks but no thanks” email to those who did not receive the grant and
include links to other community funding resources when possible. Invite them to
reapply and come to JustDrinks.
Promote the winner & JustDrinks events.

F O L L O W  U P

Confirm an accessible location that can hold a larger group and enables networking
and brief remarks.
We often used local bars, restaurants and coffee shops. We found local businesses
were happy to support these events and never required people attending to buy
things or pay for the venue.

H O S T  J U S T D R I N K S

THE GIVING 

MODEL
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call for 

great ideas

A short application, with 8 questions
max.
Word limits to get to the point for the
applicant and the reviewers.
An application platform that is
accessible for applicants and members.
We used google forms and also
accepted paper applications, if needed. 

The Call for Great Ideas prioritizes making
things easy and eliminating barriers - you
don't need to be a grant writer to apply.

We suggest:

We have included a sample Call for Great
Ideas as a template for reference. 
See page 13.

January 1 - Call for Great Ideas is open 
January 31/February 1 - Application closes at midnight
Early February - Board meets to select the grantee
Mid to late February - Board connects with the successful
grantee, suggests and confirms JustDrinks date
Late February - Grant recipient is announced and
promotion of JustDrinks begins 
March 1 - Next call for Great Ideas opens with an invitation
to attend JustDrinks 
March - JustDrinks is held 

Here is a sample of the bi-monthly cycle we followed:

T I M I N G  

THE GIVING 

MODEL
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What problem are you trying to solve?
How are you going to solve the problem?
How is your idea innovative?
How will your initiative make a lasting
difference in Ottawa*?
What makes you and/or your team the
people to lead this idea?
What will you use the $1,000 for? How
will it take your initiative to the next
level? (Be as specific as you can.)
What are your funding/financing
sources?
How will you demonstrate the ways in
which the $1,000 helped you? (Be
innovative! It doesn’t have to be an
annual report or a newsletter.)

1.
2.
3.
4.

5.

6.

7.

8.

A P P L I C A N T S  W O U L D  B E  A S K E D  
T O  T E L L  U S . . .

background

questions

We also asked for some extra
information like name, contact,

how you learned about the grant
and the name of the initiative. 

 
We suggest collecting as little as

possible to make it as easy as
possible for the applicant. 

SAMPLE CALL FOR GREAT IDEAS

finding your

community

*Community can be a
city, or neighbourhood.
You can define this in a
way that makes sense

and can have the
greatest impact based

on local context.

THE GIVING 

MODEL
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01
After the Call for Great ideas closes, a
JustChange member assembles the
applications into a package and shares it with
all members for review. Group members can
take turns playing this role. It can be time
consuming depending on the number of
applicants. 

P U T T I N G  T O G E T H E R  A P P L I C A T I O N
P A C K A G E S

selection

02
Each member of JustChange independently
reviews each application using a shared
evaluation method. See the sample rubric and
process we used on pages 16 to 18. 

M E M B E R S  R E V I E W  A P P L I C A T I O N S

03

JustChange members meet to discuss the top
five applicants based on the evaluation
method. Each member can also champion
their top choice and bring it forward for
discussion. This will allow for some less
traditional ideas to make it to the discussion
stage (sometimes great ideas don't score well
for many of reasons). See a sample of the
process we used to discuss the top applicants
on page 16.

M E E T U P  T O  D I S C U S S  

04
Following the discussion attempt to pick the
winner by consensus. If this isn't possible
we've shared some ideas to help make a
decision on page 17. 

C O L L E C T I V E L Y  P I C K  T H E  G R E A T  I D E A

THE GIVING 

MODEL
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reviewing and 

scoring applications

Each of the 5+ projects are discussed in a round
table format, where every member can share their
thoughts on the top applications. This takes place
over two rounds.

A T  T H E  M E E T U P

Each JustChange member reviews
the applications and assigns a score.
Scores are submitted to a
JustChange member who compiles
the scores and identifies the top five
for discussion at the meetup.
Every member’s top ranked choice
is also put forward for discussion, if
it is not already included as part of
the top five.

Note: We used google forms for the
applications, sharing the application
packages and collecting the scores.

B E F O R E  T H E  M E E T U P

THE GIVING 

MODEL
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ROUND

ONE
 

Each board member has 30 seconds to one minute to express their
thoughts on each of the listed projects – this goes around the table by
applicant on the top five list. We tried to limit the discussion to
information provided in the application and did not discuss 
 information our members may have based on their experiences with
the applicant at this stage.

After each member has had an opportunity to speak, voting begins.
Each board member has six points to allocate to the applicants: three
points to first choice, two points to second choice, one point to third
choice. Members don't have to allocate all of their six points.

Only the applicants with the three highest scores move onto the next
round, unless a board member is willing to champion an applicant,
bringing them into round two.

THE GIVING 

MODEL
 

SAMPLE REVIEW PROCESS
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ROUND

TWO
 

In this round, we encourage members to start comparing and
contrasting among the applicants that are still in the running
and indicate their arguments for why one should be chosen
over another. Additional and relevant information held by the
members could be shared at this stage. 

Ideally, after this round the group is able to come to a
consensus and pick a grantee. Consensus here is defined loosely
with the “can you live with it principle” – there is no consensus
if a member objects to giving money to the selected applicant. 

If there is no consensus, the group moves to a vote. Again, each
board member has six points to allocate to the applicants:
three points to first choice, two points to second choice, one
point to third choice. 

The applicant with the highest number of points gets the grant,
as long as it passes the “can you live with it principle”. 

Each member has another 30 seconds to
provide comments about the top three
choices. This can be an opportunity to
provide a rebuttal to a point brought up
by another member in the previous
round, or to indicate that your
reservations have been addressed by
other comments. 

THE GIVING 

MODEL
 

SAMPLE REVIEW PROCESS CONT...
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W E  W O U L D  A S K  O U R S E L V E S  A N D  S C O R E  U S I N G
T H E S E  Q U E S T I O N S . . .

Question 1. How important is the problem to me? (Importance can
mean relevance to Ottawa, urgency of the issue, and/or personal
preference.)

Scoring: on a scale of 0 to 5
0 = No importance
5 = Uber importance

Question 2. How confident am I that the solution the applicant
identifies will effectively address the problem they identify?

Scoring: on a scale of 0 to 5
0 = Not confident
5 = Uber confident

Question 3, How innovative do you think the idea is?
Scoring: on a scale of 0 to 5
0 = Not innovative; boring!
5 = Uber innovative

THE GIVING 

MODEL
 

SAMPLE EVALUATION QUESTIONS
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0 = No need
5 = Complete desperation

Question 4. To what degree do you think this initiative will
make a lasting difference in Ottawa?
Scoring: on a scale of 0 to 5
0 = No lasting difference
5 = Uber lasting difference

Question 5. How confident are you that the applicants can
successfully lead this idea?
Scoring: on a scale of 0 to 5

0 = Not confident
5 = Uber confident

Question 6. How confident are you that the $1,000 grant will
accelerate the initiative?
Scoring: on a scale of 0 to 5

0 = No progress
5 = Warp speed

Question 7. How badly does this applicant need “our” money?
Scoring: on a scale of 0 to 5

Question 8. How will the ways in which the $1,000 helped the
grantee be demonstrated?  

 *There was no scoring for this question. As there is no right
answer it just provided insight on the thought process of the
grantee and was helpful for discussion. 

THE GIVING 

MODEL
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It was important to find easy to get to
accessible locations. 
Try to balance between coffee shops, bars
and other public spaces, co-working spaces,
parks, libraries. 
Not everyone drinks alcohol or can afford
to buy something and this shouldn't be a
barrier to attend a JustDrinks event.
Aim to have 10 to 20 people attend
(members from JustChange and the
broader community). 
Nights with smaller attendance also tended
to be the ones where you get to connect
deeply with the grantee.
There was less pressure for the grantee
when things were informal and like a low
key networking event with brief remarks
from the grantee followed by a Q&A.
Find natural ways for the grantee to ask for
help. One of the JustChange members
would always ask, following the remarks: 
 “What are your next steps and how can we
help?”
Give the grantee an opportunity to network,
JustChange members can help facilitate
introductions at the event.

What we learned:

justdrinks
A way to celebrate and meet our grantees, bring people together, and
connect people doing great things!  We would invite the broader community
so they could learn more and hopefully support the grantee. We also invited
potential applicants so they could meet with us and ask any questions. 

First, find a time that
works for most
members and the
grantee. 
Let the location know
about your group and its
purpose. We found they
were ok with people not
buying things when they
are aware of what they
were supporting. 
Promote, promote,
promote - tell your
networks. Each
JustChange member
should try to bring at
least one new person to
each JustDrinks event. 
Encourage the grantee
to invite their networks
and loved ones.
Get a card and have
everyone sign it.

Tips to get started:

THE GIVING 

MODEL
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Why are we communicating? 

Who are we trying to reach? 

The giving model relies on the ability to communicate frequently with
your community. Our communication strategy was anchored in two
guiding questions: 

(our objectives)

(our target audience)

THE GIVING 

MODEL
 

Get 10 to 20 applications each
granting cycle
Have 20 people + JustChange
membership attend JustDrinks
Boost public profile of the
grantee
Grow our community of
supporters via mailing list
subscriptions and event
attendance

O U R  O B J E C T I V E S

Potential and future applicants
Engaged community members
Funders
Politicians
Media

T A R G E T  A U D I E N C E S

21
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Facebook/Twitter/LinkedIn/Phone/Text - to
promote the call for great ideas, JustDrinks
events, and our grantees and recruit new
JustChange members.

Mailchimp - to build our mailing list and stay
in touch with our applicants, grantees and
community members. 

Eventbrite - for event marketing.

Earned media - to promote newsworthy and
timely grantees via local print, radio and TV
outlets. In our opinion they are all
newsworthy! Yet, we found it challenging to
get coverage every grant cycle. Building
relationships with local journalists via Twitter
helped to keep us on their radar. 

Website - We own “justchange.ca” but you
can always create a website for your group or
use an alternative medium to:

Host the application form
Share information about your members
and how to get in touch  
Blog about the great ideas you fund

T O  M E E T  T H E S E  O B J E C T I V E S  A N D
R E A C H  T H E S E  A U D I E N C E S  W E  U S E D
T H E  F O L L O W I N G  C H A N N E L S :  

THE GIVING 

MODEL
 

SAMPLE COMMUNICATION STRATEGY CONT...

22



Leverage the personal networks of the
JustChange members to reach your
objectives (this is especially important for
early growth) while also building your
networks to reach new and diverse
audiences.
Try to leverage media opportunities to
promote the fund and giving circles to
broader audiences.
Have a small team of people managing the
social media accounts. This helps keep the
tone consistent and provide more
consistency in response to community
inquiries.  
We suggest simplifying and automating
the process as much as possible. 

THE GIVING 

MODEL
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finding your people
In the formation of a new chapter, we encourage
the initial founder(s) to lead the recruitment and
selection of the founding members that will make
up your JustChange chapter.
This allows the initial founder(s) to put together a
group that not only works on “paper”, but also has
good team chemistry.
To identify potential candidates, start with your own
personal and professional networks, and encourage
them to share it. Channels can include:

Word of mouth: Friends, old classmates and
former coworkers.
Social media: Facebook, Twitter, Instagram, etc. 
Influencers: This can include leaders at
community organizations, mentors, community
leaders, elders, professors, leaders of meet-up
groups, etc.

Communication to the channels above should
include a brief overview about what JustChange is,
the benefits of being part of this group, the
expected time and monetary commitment, and
profile of the ideal candidate.
See sample text for the letter we used to recruit
new members and our 'call for great people' for
ideas on page 28.

creating your

chapter
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finding your people

While a networked approach can help provide a
foundation of mutual connections (even if it’s second
or third degree) that can be helpful for social cohesion,
this can lead to a lack of diversity in perspectives and
backgrounds. 
We created this Board Matrix worksheet to help us
evaluate our membership and increase the diversity of
voices around our table.
We used materials from Board Source along with
advice from our mentors and thought leaders in the
community in developing our approach. We encourage
you to spend some time thinking about this as you
work to establish your chapter. 
Similar to the call for great ideas, we suggest a short
and simple application form for JustChange members.
For reference here is our application for our call for
new people. For starting a new chapter, you may also
consider a more informal approach, especially for the
first few board members.

D I V E R S E  P E R S P E C T I V E S  A N D  B A C K G R O U N D S

creating your

chapter
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finding your people

After receiving applications, use your version
of the Board Matrix to develop a shortlist
that will set up the group with what you
need. 
We suggest then setting up coffee chats for
1-2 of the chapter members (if you already
have them) to meet with shortlisted
applicants to assess fit in working style and
to provide an opportunity to learn more
about JustChange.
We suggest starting with a six month
commitment for new members – this
provides them time to experience at least
three application reviews and selections, and
to understand what being a JustChange
member is about. Following the six months
we all agreed to give two months notice if
someone wanted to stop participating. This
gave us time to recruit new members and
ensure we always had the bi-monthly
donation amount. 
We are happy to chat with you as you work
through building your own chapter. So
please don’t hesitate to reach out!

C O N F I R M I N G  Y O U R  M E M B E R S

creating your

chapter
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Subject: JustChange seeks 4 new board members

Dear Community Partner/contact,

JustChange Ottawa began its journey five years ago when 12
people came together with a new way to make giving back to our
communities simple and fun. Since then we have given out $25,
000 to accelerate great ideas in our community, celebrated with
24 JustDrinks events, and formed life long connections and
friendships with our fellow board members.

It is time for some of our members to move on to their next
challenge and we’re looking to bring on up to four new people, in
September 2017, who are passionate about Ottawa and helping to
create the change they want to see.

Here you will find more details about what we’ve named our ‘Call
for Great People’ including perks of being on the board and what
we are looking for in an ideal candidate. 

Please help us spread word about this opportunity to support
great ideas and move forward issues of importance. You can help
by sharing the link above via email with your networks or by
sharing our Facebook and Twitter announcements.

Thank you! 

JustChange Ottawa

creating your

chapter
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governance

JustChange Ottawa was eventually incorporated as a
nonprofit, and each member was named in the
documents as a director of the board. 
Incorporating as a nonprofit is not required for a
giving circle. We decided to take this approach
because it provided professional development
experience. This was one of the initial goals the
founding members of JustChange set out with: to
provide people with professional opportunities that
they are often overlooked for because of age.
This was something that was important to us but this
was something that we took time to complete. We
recommend that if you decide to incorporate that you
not let it delay you from getting started on the basics
of giving money to support change in your
community.
To set up your chapter as a not-for-profit corporation,
please see the Government of Canada website here.
Incorporation will require a few foundational
documents, including Articles of Incorporation and
By-Laws. We have included the ones that were used
for the JustChange Ottawa chapter, for reference.
Incorporation will also involve the naming of officers
among the board of directors, including Chair,
Treasurer, and Secretary.
As we were not a registered charity, we could not
issue tax receipts to our members. If you are
interested in incorporating as a charity or learning
more you can here. 

creating your

chapter
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finances
As a giving circle, donations need to be collected regularly
so that funds are available and can be given to grantees
every second month. We have identified three key steps in
setting up this process:

Setting up the Bank Account
Some financial institutions have community accounts
that can provide low-cost/no-cost options. We have
worked with both Bank of Montreal and Alterna
Savings (a credit union). We landed with Alterna
because the community-driven spirit of credit unions
resonated with our team. 
When creating the bank account, having three signing
authorities (the treasurer, chair, and secretary, for
example) will ensure you always have someone will
available for financial processes. More than three and
you may begin to lose the accountability.  
We recommend setting up an online account to keep
track of deposits and account balance at any point in
time. 

Setting up the depositing – there are a number of ways to
deposit:

Cash: Everyone brings cash once a month or once
every two months. One person collects the cash
and makes a single deposit. This does not require
fancy setup, but only works if everyone remembers
each time = room for human error. 
Automatic deposits: This requires more setup, but
is worth it! It reduces human error, and funds will
always be available before the grant is made and
can be easily transferred to the grantee. 

creating your

chapter
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finances

Friendly reminder: get the deposits in the account a week before
payment is made to the grantee. This will give you wiggle room in
case any holds are placed on the deposits. 

Getting the money to the grantee
This is the fun part! 
We initially gave cheques to the grantees at the JustDrinks
Celebration along with a card signed by our members. This evolved
to giving a card at JustDrinks and sending an e-transfer.
Depending on the amount you decide to give and your grantee you
can find a method to deliver the grant. It could be cheque,
electronic or cash even. 

Managing other expenses: From our experience, there can be a few
other expenses aside from the grant cheque itself. As such, we have
found it helpful to have 12 board members even when 10 board
members can technically provide $1000 every 2 months. 

These other expenses include:
Domain and website hosting and support
JustDrinks grantee celebration events – snacks, room booking, if
needed/wanted 
Board meeting space (if a common space like an apartment
common room, board member home, or community center is
not available)
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Through the board’s personal networks/connections, we were
able to add some extra value to a JustChange grant. 
We encourage any new chapters to find opportunities to build
partnerships that will help accelerate the great ideas of the
grantees and promote their work to new audiences. 
Here are some examples of the partnerships we formed over
time. In addition to $1,000 our grantees got... 

G R A N T E E  P E R K S

partnerships

Two hours of professional coaching on
social enterprise development from Social
Delta

C O A C H I N G

Access and support from the Canadian
Advocacy Network

C O M M U N I C A T I O N  S U P P O R T

A three month connect membership to
Impact Hub Ottawa

A  C O W O R K I N G  M E M B E R S H I P
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