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Tony Schwarz:  
Talking about energy; Don’t mistake being good at doing something with liking what you 
do. “You can systematically build capacity in some quite fascinating ways.”  
The Energy Project 
= capacity to do work; more energy = capacity to do more work;  
Capacity does not rise automatically to meet demand – in fact quite the opposite. 
Capacity maxes out at age 30. Time is finite, but energy can be expanded in systematic 
ways.  
 
Sources of Energy – 4 sources: 

1. physical energy = baseline; nutrition, sleep, fitness, rest & renewal 
2. emotional energy: performing at your best; figure out how to expand it 

systematically and regularly;  
3. mental energy = your biggest power mentally: your focus; think in a sustained 

way for a long time about one thing; train your focus 
4. spiritual energy: derived from the experience that what you do really matters; if 

YOU feel that it really matters – by your own definition.  
 

1. quality 
2. quantity 
3. focus 
4. purpose 

 
Any time that you are not in the zone, you are sub-optimal as a leader, person, 
performer. 4 needs to bring all you have to the table. 95% of what we do, we do 
automatically. Only 5% of what we do are consciously selected.  

“Anything you have to think about for very long, you 
won’t do for very long.” 

 
We want to get the things you have to do into the nervous system – so that you 
will do them automatically – by intentionally teaching the autonomic nervous 
system to produce the behaviors you want it to, without you having to think 
about it.  
 
Great performers usually have no clue why they are great performers. 
 
Ritual 
Highly specific behavior that becomes automatic over time. At precise time in highly 
specific way. Great athletes can not think – it is death to them. You want to be one with 
the experience. “We are what we repeatedly do.”  
“Do I feel pulled to it rather than pushing myself to do it?” 
 
Renewal 
Problem – unconscious we make the mistake to think of people as machines. We are 
meant to make waves – move between expenditure of energy and renewal of energy. 
The recovery part is key to growth – like muscle. Stress is the only means by which we 
expand capacity.  
 
Build a harmonious balance in your life between expending and renewing energy. The 
body is designed to move by the circadian rhythm – and it knows the time.  
What are some signs you need a break?  
You yawn. You can not listen as well. You get negative. You’re impatient. You start to 
fidget. – signs you need a break. 
Everything starts physiologically – you can’t get that into order, everything else suffers.  
 
It is not the quantity, but the quality of the recovery that matters. That is why 
you need to train it. 
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Recovery / Rejuvenation 
Once the point is over, it is over. Let it go. And any 
energy spent on that is a waste of energy. Except in 
the future looking back on it and reflect.  

1. let it go 
2. let the muscles relax 
3. focus on what is to do 
4. right physiology 

Recovery and renewal drives performance.  
Your fitness is your ability to recover. 
In for your mouth for 3, out for 6. Usually we often 
forget to really exhale. Build it into your daily schedule 
to have times of recovery – “times of full engagement”- no interruption. “I hade to take a 
small tape recorder for running.”  
 
“When you manage your energy well, you get more done in less time, at a high level of 
engagement and better quality, and you get a life as a bonus.” You have to start AND 
stop absolutely in time – by the minute. Otherwise you will mess with the rhythm.  
You want to be fully engaged or fully dis-engaged.  

 
Also spend some time in “comfort zone” = RECOVERY zone. Most people spend most 
time in HIGH NEGATIVE. The fight-or-flight zone. You move from intentional to 
automatic. Energy is contagious – positive or negative.  
Your passion can be your enemy, because it gets you to push harder. 
First piece of the puzzle: awareness; second build respect around your recovery and 
make it ritual.  
Put your energy into what matters first!  

1. How does this make me feel? 
2. Why does this make me feel that way? 
3. What is the behavior that follows? 

 
We all believe that what we hear are facts. Also we always run around thinking that we 
are the elephant in the room. We must make stories to make sense of the facts.  

 
 
Entrepreneurial Management / Leadership =  
Skills 
 
Implies: controlling too much will back-fire. What 
you pay people is less than what they are giving 
back – otherwise the business could not grow.  
A-stars do not respond to authoritarian leadership.  
“I need you to take responsibility for things.”  
“Montessoripolitik” – think like that.  
If someone is wrong at their place – it is 100% your 
responsibility.  


