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What is Mental Toughness?

• “A personality trait which determines in large part how 
people deal with challenge, stressors, opportunity and 

pressure.”

Research shows a close correlation with:

Performance – explains up to 25% of the variation in 
attainment

Behaviour – more engaged, more positive, more “can do”

Wellbeing – more contentment & better stress management 



The four big questions

Does Mental Toughness really exist?

Can it be measured?

Is it useful?

Can Mental Toughness be developed?



Mental Toughness 



One root is from Health Psychology:

Professor Peter Clough & AQR International

Developed the model and a psychometric measure 



The Four C’s
Mental Toughness has 4 components:

Control

Commitment

Challenge 

Confidence 

Which combine to provide an overall 
measure of Mental Toughness.

Think of these as aspects of mindset.



View through a lens…



Commitment
‘Stick-ability’ 

Describes to what extent you will “make promises” keep those 
promises. 

Two elements: 

 Goal Orientation

 Achieving



Commitment – Goal Orientated 
Those who are goal orientated like working to goals and 
targets

 Targets motivate them – a source of drive

 Set personal bests and seek to better them

 Visualise success and feel it

 Like being tested – an opportunity to show what they 
can do

Those who are not goal orientated will avoid setting goals 
and targets – failure will expose them as “failures”.

 Goals & targets, exams, tests, assignments are intimidating 
– an issue for performance management.

 Will try to ignore goals and targets.

 Distract attention from the goal – “I would have done it but 
I did this other thing/ was asked to do something else, etc.”



Commitment - Achieving 
Those who are high in commitment achieve Goals and 
Targets

 Will prioritise effort and activities

 Prepared to do what it takes

 Maintain Focus

 Delivers on time

 Have a strong sense of conscientiousness

Those who are low in commitment allow themselves to be 
easily distracted

 Easily bored – won’t commit time and effort

 Find working to a goal stressful

 Often adopt a minimalist approach

 More likely to be late for things



Are there “downsides” for 
those “High” in commitment?



Are there “downsides” for 
those “High” in commitment?
Can overcommit!

Can fail to see that others aren't motivated in the same way.

May miss doing things that are equally important or more 
pressing.

May “manage by numbers”.



Angela Duckworth 

• Grit

https://www.youtube.com/watch?v=HU5HcRkTWvE




Year 11 Study (MTQ48, 2013)



The Effort Scale

High levels of effortAverage effortLow levels of effort



The Effort Scale

.
.
.3-4 hours – the odd.



Step One

Step Two

Step Three



Control
‘Can do’

Describes to what extent you believe you control and shape 
what happens to you.

Two elements: 

 Life-Control

 Emotional Control



Control – Life Control 
Someone with a strong sense of Life Control

 Believe they make a difference 

 See the solution rather than the problem

 Happily multi-task

 Is good at planning & organisation

 Their cup is half-full. Everything is possible.

Someone with a low sense of Life Control

 Believe things happened to them

 Tend to wait for things to happen rather than take the 
initiative

 Find it hard to do one than one thing 

 Won’t see opportunities within their own skill set

 Will adopt the use of cautious language and phrases



Control – Emotional Control 
Someone with a strong sense of Emotional Control

 Reveal only to others emotions and feelings they want 
to show

 Difficult to provoke or annoy

 Stay calm in a crisis

 Do not appear anxious

 High levels of self-awareness

Someone with a low sense of Emotional Control

 Lets everyone know exactly how they are feeling

 Show emotions when provoked or challenged

 Shows a reaction when criticised

 Sulks when things don’t go their way



Are there ‘downsides’ for those 
high in control?



Are there ‘downsides’ for those 
high in control?
Can take on too much.

Can be intolerant of those who aren't as positive.

Can be control freaks & micro manage – take over when 
others don’t step up.

Can be perceived as bullies – “can do” can intimidate others.



Circles of Control



Challenge
‘Drive’

Describes to what extent you see challenges, change, adversity 
& variety as opportunities or as threats.

Two elements: 

 Managing Risk

 Learning from Experience



Challenge
Someone with a strong sense of Challenge

 Likes Challenge 

 Will seek and provoke change

 Likes problem solving

 Volunteers for projects

 Enjoys learning

 Motivated by feedback to improve

Someone with a low sense of Challenge

 Does not like sudden changes

 Does not like shocks

 Dislikes being in new situations

 Prefers routine

 Intimidated by challenges

 See failure and setback as terminal



Are there ‘downsides’ for those 
high in challenge?



Are there ‘downsides’ for those 
high in challenge?
 Can take on too much

 Can get excited about everything

 Can take on too much risk

 Easily bored – will often create too much change

 Can create initiative overload

 Can enjoy the learning more than the application



Carol Dweck

Key lesson: Importance of praise 
and the nature of praise.

Recognising effort & hard work 
rather than ability.

This is a recurring theme across all 
the scales in Mental Toughness.

Growth Mindset

https://www.youtube.com/watch?v=26h02O1B3eo




Confidence
‘Self Belief’

Describes to what extent you believe you have the ability to deal 
with what you will face.

Two elements: 

 Confidence in Abilities

 Interpersonal Confidence



Confidence in Abilities
Someone with high Confidence in Abilities

 Little or no need for external validation

 Tend to be risk-orientated

 Seek critical feedback

 Will have a go 

Someone with low Confidence in Abilities

 Will take critical remarks as confirmation of their self-
limiting beliefs

 Don’t like to try new things

 Will be reluctant to ask questions



Interpersonal Confidence
Someone with high Interpersonal Confidence

 Will stand their ground

 Not easily embarrassed

 Comfortable working in a group

 Happy to ask for help and support

 Enjoys discussion and debate

Someone with low Interpersonal Confidence

 Easily intimidated

 Can be shy

 May not contribute to meetings

 Lack the confidence to express what they know in writing

 Will allow others to dominate



Are there ‘downsides’ for those 
high in confidence?



Are there ‘downsides’ for those 
high in confidence?
May not have the abilities they credit themselves for

Can take on too much

Can intimidate others

Can be intolerant of those who aren’t as able

Can be perceived as bullies

Can believe they are right – even when they are wrong!

May appear poor at listening

Can interrupt a great deal

Can rely on ‘gift of the gab’



Think Three Positives

1) Think about what you did yesterday.

2) In the next two minutes write down the 3 things that spring 
to mind. Could be things you’ve learned, things you’ve done, 
praise received, a good act etc.

3) How did it make you feel?



Can we assess Mental Toughness?

Reliable, valid, normative

Can assess individual and groups

3 reports

Useful for evaluation and research



MTQ48…What do the scores mean?



MTQ48 and the individual
- Detailed insight to their mindset
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The ISC Study





Merchant Taylors’ Schools



MT and Year Groups



Journal of Managerial Psychology



Mental Toughness Framework






