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In this article, we will explore why we think it is important for 
you as a leader within CDK Global, to develop your resilience. 
We will also share key aspects of your MTQ48 psychometric 
group report, which you completed in advance of attending the 
first residential element of the PACE Programme. The results 
provide some interesting feedback for this group, as a talent 
population within the business, so please read on. 
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Although no generally accepted definition or path to effective leadership exists, all explanations do 
agree on the fact that leadership involves the ability to influence others toward a specific action, 
direction or goal. To be effective, leaders must guide and direct. 

As a member of the CDK talent population, you have been charged with guiding and directing your 
people within the business to achieve the ambition and goals identified by the strategy following the 
recent spin-off. You have been tasked with creating an environment of positive change and continuous 
performance improvement, in order to build a sustainable business for the future. 

It is your responsibility to lead your people through this period with clarity, conviction and commitment. 
To do this, you must inspire others to overcome obstacles, to go places they would never have gone, 
and attempt things they would never have thought possible. You are required to ensure that others 
positively adapt to the speed and complexity of the changing world around them. 

To be the catalyst that inspires growth in the face of turbulence requires a leader to be both compliant 
as well as visionary, to appreciate the inherent dangers and yet have the confidence to forge a 
determined path. 

We believe that such leadership, the kind that, phoenix-like, builds new beginnings, is predicated by  
a specific leadership quality – resilience. Simply put, effective leadership, particularly during times  
of change and transition, requires resilience. 

!

Why Resilience?
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Popular management literature has frequently referred to the concept of resilience, as a key 
psychological characteristic necessary to succeed in systems. It deals not just with how leaders  
‘bounce back from setbacks’ but how high performers continue to excel in spite of the pressure, 
challenges and stressors that they face. 

One specific area of resilience that we focus on within TOWARD is that of Mental Toughness.  
Within the psychological literature the term ‘mental toughness’ can be traced back to the work of Loehr 
(1986). Operating as a sports psychologist, he was keen to unpack the ways in which peak performance 
could be achieved and found that both coaches and athletes were using the term ‘mental toughness’ to 
describe a desirable state that was linked with elite performance. He defined mental toughness as; 

the ability to consistently perform towards the upper range of your talent and skill 
regardless of competitive circumstances” 
(Loehr, 1986) 

The relevance of mental toughness or resilience to the concept of leadership, lies in understanding 
pressure and coping mechanisms within the workplace. Our research shows that mental toughness is 
strongly linked to performance, well-being and managerial position. It appears that more senior leaders 
have higher levels of mental toughness, which is something we will explore in a little more detail later in 
this article. 

Interestingly, Bull et al (2005) and Jones et al (2007) suggested that mental toughness can  
be developed. Their research indicated that mental toughness is not necessarily a stable trait  
like personality, but one that changes with experience whether from life events or specific  
applied training. 

Therefore if mental toughness is not a stable trait, but one that can change with experience, applied 
training interventions will have an impact on an individual’s ability to develop mental toughness and 
resilience. It was from this premise that Dr Peter Clough developed the MTQ48 (Mental Toughness 
Questionnaire 48), a valuable tool in the measurement and development of mental toughness in 
sporting and occupational settings. 

The Psychological  
Foundations of Resilience

“
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As part of your pre-work for the PACE Programme, you completed the MTQ48 psychometric measure. 
You will have already received your own individual MTQ48 report and explored the findings with your 
PACE Programme Coach. 

The introductory podcast will have provided you with a high level overview of the measure and an  
in-depth explanation of each of the four component constructs of: Challenge, Control, Commitment  
and Confidence. 

Briefly: 

Challenge 
relates to the extent to which people respond to change and seek out challenges; 

Commitment 
concerns the extent to which a person will persist with a goal; 

Control 
relates to the extent to which people feel in control of their life and emotions; 

Confidence 
relates to how individuals respond to difficult tasks and setbacks.

Measuring Mental Toughness
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By collating the individual MTQ48 results for this cohort, an overall measure of mental toughness was 
obtained. The following table summarises the collective positioning of the group results for each of the   
four main constructs and their related subscales. 

Figure 1: PACE 3

The results indicate that the key areas of Overall Mental Toughness, Interpersonal Confidence and 
Challenge are of most relevance to this cohort.

How does the PACE group score?

N Range Min Max Mean

Total Mental Toughness 11 6 3 9 6.82

Challenge 11 8 1 9 5.91

Commitment 11 4 6 10 7.27

Control 11 6 4 10 6.64

Emotional Control 11 5 4 9 6.27

Life Control 11 6 3 9 6.09

Confidence 11 6 2 8 6.18

Confidence in Abilities 11 7 2 9 6.09

Interpersonal Confidence 11 5 3 8 5.73
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Overall Mental Toughness

Figure 2: PACE 3 – Overall Mental Toughness
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The mean score for this cohort in terms of Overall Mental Toughness was 6.82, as presented in the 
summary table. As a benchmark, we would expect senior leaders operating within organisations to  
be scoring 7+. 

Upon further analysis, 55% of this group were found to have a score of 7+; with 36% scoring within  
the 4–7 range; and 9% scoring between 1–3. These scores would suggest that whilst the majority of the 
group could benefit from developing their overall metal toughness capability, the need is significant for 
over half of this cohort.  

i)
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Interpersonal Confidence
 
Figure 3: PACE 3 – Interpersonal Confidence

With an overall score of 5.73 in the area of Interpersonal Confidence, of particular interest to this  
PACE 3 Cohort is that fact that only one (9%) member of the group scored 8 or above, with the 
remaining ten (91%) members of the team scoring within the range of 3–7. These scores would 
suggest that the significant proportion of the members of this group would benefit from a targeted 
intervention in this area, focusing on improving their individual Interpersonal Confidence scores.  
This construct is explored in more depth on the following pages. 
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Figure 4: PACE 3 – Challenge

Challenge
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iii)

The overall score of 5.91 for this team against the Challenge construct would suggest that this 
represents an area where significant developmental opportunities exist for the PACE 3 group. 
Interestingly, whilst three (27%) team members scored within the range of 8–10, the remaining  
73% of the team scored within the range of 1–7. These results would suggest that there are two 
definite preferences within the group, with three team members preferring to seek out challenges as 
opportunities for development, and the remaining cohort members demonstrating a strong  
preference for a more stable and predictable working environment. This construct is explored  
in more depth on the following pages. In addition, the mean scores of 6.09 for the constructs of  
Life Control as well as Confidence in Abilities would indicate that there is an opportunity for a 
significant number of the participants in this PACE 3 Cohort, to further develop their competence  
in both these areas.
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In order to continue to progress as future leaders within CDK Global, it is imperative that each member 
of this cohort takes responsibility for developing their own capabilities in the area of resilience and 
mental toughness. 

We would strongly suggest that, as a first step, each individual takes the time to put in place a 
development plan to ensure they capitalise on this new knowledge and learning and use it to their 
advantage. We also recommend that each individual then commits the time to assessing their own 
personal performance in the area of mental toughness against their own personal target.  
Developing those related skills will enable them to not only “bounce back from set-backs” but also to 
“excel in spite of the pressures, challenges and stressors” that will inevitably come their way in their 
future leadership journey. 

In order to enhance the Mental Toughness levels of the group, development initiatives should be 
focused in the areas of (1) Interpersonal Confidence and (2) Challenge.
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Interpersonal Confidence measures the extent to which individual team members are prepared to 
assert themselves and to deal with challenge or ridicule. In the context of this PACE 3 group, those 
individuals who score at the lower end of the range will typically demonstrate behaviours such as: 
being easily intimidated; having difficulty dealing with assertive people; being reluctant to express 
themselves or enter into debate; being likely to back down when challenged; having a tendency to 
accept criticism and ridicule even when unwarranted. Those who score at the higher end of the range 
typically display behaviours such as: a willingness to ask for help and support; will easily engage 
in group situations; not being easily embarrassed; a tendency to be more risk-orientated; and a 
willingness to stand their ground and face down criticism. 

Lack of Interpersonal Confidence can have a real impact when it comes to how leaders engage with 
those around them. If you take two aspects of your role – coach & mentor others and managing 
performance, how these are outworked is often linked in some way to a leaders interpersonal 
confidence score. 

Our experience of working with leaders is that one of the reasons why they don’t spend as much time 
coaching others is because they lack the interpersonal skills to do so (the other often cited reason is 
that it is quicker to do it yourself!). Having a coaching interaction draws on a set of resources that some 
leaders struggle with – having to really listen, ask questions and be comfortable when the question that 
you ask provokes some form of reaction from the other person, even if the reaction is one of silence. 
Likewise, managing performance requires a mindset from a leader where they are having to give out 
some tough messages, engage in relationships and manage the communication well. 

Aside from this, we humans are prone to focus on the failure and disappointment of an event, rather 
than on the associated success and accomplishment. When we are faced with similar circumstances 
again, our brain can remember the previous event and regenerate the same anxious feelings and 
thoughts. This type of thinking can spiral into an individual and group mindset of negativity that results 
in a loss of confidence and sub-optimal performance. In order to break this cycle, it is important to 
recognise that the memory of the event is not the reality. 

Therefore in order to develop your interpersonal confidence: 

Use your experience of the Deletions, Distortions and Generalisations to understand what filters you 
and your team run in order to ignore specific information, yet focus on other data. It is important as a 
leader, to remain curious. By asking questions, you can identify the opinions colleagues have formed 
and the information that has been ignored. 

As you apply the learning from the topic of managing change and transition over the next few months, 
you will have an opportunity to look at ways in which you can continue to build your Interpersonal 
Confidence. In the meantime, it would be useful for you to revisit your MTQ48 report and decide on  
1–2 actions from the development areas that you can personally focus on improving in this next month.

Interpersonal Confidence

–

–
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Challenge

–

–

–

Challenge measures the extent to which leaders approach challenges or problems. Those scoring 
at the higher end of the construct will actively seek out challenges, associating them as ways for 
enhancing self-development. Leaders who score at the lower end of this scale will perceive challenges 
as problems and threats. So, for example, at one end of the scale, we find those individuals who thrive 
in continually changing environments. At the other end of the construct, we find those individuals who 
prefer to minimise their exposure to change and the problems that come with it, preferring instead to 
work in stable, predictable environments. 

In some ways it is hard to believe that it is only in the last 20 years, with the developments in the areas 
of neuroscience and positive psychology, that we now have proof that as adults, we can continue to 
learn. Using technologies such as MRI scanning, scientists have been able to challenge old beliefs that 
there is limited possibility of adults developing new ways of doing things. Instead, we have vast and 
growing evidence of the capacity of our brains to restructure and organise themselves in response to 
new experiences. The more these experiences are practiced and repeated, the stronger the related 
neural pathways become. Our understanding of neural plasticity would therefore suggest that in order 
to develop our capacity to deal more effectively with the challenges life throws at us, the first step is  
to actively go after challenges in a more purposeful and courageous manner. 

The cyberneticist and psychiatrist Ross Ashby formulated his ‘Law of Requisite Variety’ after exploring 
how organisms are able to adapt to their environment. In essence the law suggests that the more 
flexible you are when life throws a challenge your way – the more likely you will control your life and get 
what you want. 

Therefore in order to develop your ability to deal with challenges more effectively: 

Be flexible: Rather than revert to old ways of viewing the challenge as a threat or allowing yourself to 
feel intimidated by the situation, learn to duck and weave around these life changes and to use them  
to your advantage. Approaching the same situation with a new mindset of curiosity or inquisitiveness,  
will enable you to view the challenge from a different perspective and become open to alternative 
options and solutions.  

Let go: Appreciating that reality is a constant flux of change will enable you to work with it, instead of 
against it. Begin your engagement of the challenge with the expectation and understanding that things 
will probably not go as you hope – and that’s ok. Approaching a challenge with this mindset will help 
remove associated frustrations, particularly when the change doesn’t go to plan.  

Observe those that do challenge well: Identify those people around you who deal with challenge well 
and notice what they do. What attitudes do they take to the change? How do they respond? How do 
they move through it? What support mechanisms do they use? Then practice what you have observed 
them do well. It might feel awkward at first, but as the neural pathways develop you will further embed 
these new skills and establish them as your own.  
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Resilience & MTQ48
Worksheet
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Before completing this worksheet please ensure you have listened to the podcast on Resilience  
and read the associated article on Resilience & MTQ48. 

Please forward your completed responses to your coach. 

Loehr (1986) defines mental toughness as “the ability to consistently perform towards 
the upper range of your talent and skill regardless of competitive circumstances”.  
Take a moment to consider the competitive circumstances you face in your current 
working environment and record them in the box below.

 

PACE: Resilience & MTQ48
Worksheet

1.
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As you reflect on your own MTQ scores, what do you need to do differently in order  
to develop your resilience as these challenges come your way?
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Resilience is characterised by leaders who display greater levels of control, confidence 
and commitment to their Purpose, Identity and Values. This was referred to in the 
podcast as ‘leading from the core’. What do you need to do to strengthen your core?

2.
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How might your work colleagues answer the previous question, as they reflect on their 
experience of you?
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In the podcast, the story of Johnny Cash highlights how it can be easy at times to 
conform to what we think other people want us to do, rather than remain true to who  
we are. As you reflect on your top eight values, which are currently being honoured?  
And which are currently being challenged?

3.
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What processes and support can you put in place to alleviate this tension?
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Research conducted by Justin Menkes identifies that leaders who preform well  
under pressure share a key characteristic of “commitment to purpose”. Take a moment  
to bring to mind two recent examples of how being committed to your purpose has 
influenced decisions you have made within the business. What impact has this had? 
What have you learned?

4.

Decision 1:

Impact:

Learning:

Decision 2:

Impact:

Learning:




