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Comfort Explainer

Before & After:
What Right-Sizing
Your System Changes
Why a bigger furnace or AC is not a better one

A plain-language guide from the crew at Kestler Heating & Cooling

Real people, flat pricing, and the truth about your equipment.
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AN ILLUSTRATIVE SCENARIO · The house and system below are a teaching example created to
explain how sizing works. The comparisons are illustrative, not measured results, and no specific
savings or outcome is promised.

THE HOUSE THAT WAS NEVER COMFORTABLE
Picture a two-story house on the south side of Lansing. Nothing unusual about it. The family who lives

there had a complaint they had almost stopped mentioning, because they assumed it was just how

their house was: it was never quite comfortable. In winter the furnace would roar to life, blast hot air for

a few minutes, shut off, and then the upstairs would go cold again before it kicked back on. In summer

the air conditioner did something similar. It cooled the air fast but left the house feeling clammy, and

some rooms never matched the thermostat.

When they finally called about it, they expected to hear that they needed a bigger system. That is the

instinct almost everyone has: not comfortable enough, so buy more. The honest answer turned out to

be the opposite. Their equipment was not too small. It was too big.

WHAT "OVERSIZED" ACTUALLY MEANS
It sounds backward, so it is worth slowing down on. Heating and cooling equipment is rated by how

much heat it can add or remove. You might think more capacity is always safer, the way a bigger

engine is. It is not, because comfort does not come from blasting a house to temperature as fast as

possible. It comes from long, steady, gentle cycles that even out the temperature, pull humidity out of

the air, and filter it along the way.

An oversized system hits the thermostat's number too quickly and shuts off before any of that

steadying work is done. Then the house drifts, and it fires up again. This rapid on-and-off is called

short cycling, and it is the root of most of the discomfort in the house above.

Bigger equipment reaches the temperature faster and comforts the house
worse. The goal is not speed. It is a system sized to run.

BEFORE: THE OVERSIZED SYSTEM
WHAT THE FAMILY LIVED WITH

■  Short cycling. The furnace and AC switched on and off many times an hour instead of settling
into steady runs.

■  Hot and cold spots. Cycles ended before air fully reached the far rooms and the second floor,
so comfort was uneven.
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■  Clammy summer air. An air conditioner pulls humidity out only while it runs. A unit that cut off
early cooled the air but left the moisture behind, so the house felt sticky even at the right
temperature.

■  More noise. Every cycle started with the loud rush of startup. More cycles meant more of the
house's least pleasant sound.

■  Faster wear. The hardest moment for this equipment is the moment it starts. A system that
starts constantly wears its most expensive parts faster and tends to fail sooner.

None of these felt like a broken system, which is exactly why the family had lived with it for years. It

was not broken. It was mismatched to the house, most likely because someone years earlier had

replaced the old equipment by simply matching the size of what was there, or rounding up to be safe.

THE FIX: MEASURE THE HOUSE, NOT THE OLD BOX
The right way to size a system is not to look at what is already installed and copy it. It is to calculate

what the house actually needs. That calculation has a name in the trade, a Manual J load calculation,

and it accounts for the things that make a house unique: its square footage and layout, the amount

and quality of insulation, the number and type of windows, which way the house faces, how much air

leaks in and out, and the realities of a Michigan climate that swings from humid summers to hard

winters.

The result is an honest number for how much heating and cooling the house truly requires. Nine times

out of ten, when a house has been uncomfortable and its equipment is oversized, the correctly sized

replacement is smaller than what was there. That surprises people. It should not. It is the difference

between guessing and measuring.

AFTER: THE RIGHT-SIZED SYSTEM
WHAT CHANGED ONCE THE EQUIPMENT MATCHED THE HOUSE

■  Longer, gentler cycles. The system ran in steady stretches instead of short bursts, holding the
temperature more evenly through the whole house.

■  Fewer hot and cold spots. Longer runs gave the air time to reach the far rooms and the
upstairs, so comfort evened out.

■  Drier, more comfortable summer air. Because the AC now ran long enough to do its
dehumidifying work, the same temperature simply felt better.

■  Quieter operation. Fewer startups meant fewer of the loud moments, and the steady running
was easier to live with.

■  Easier on the equipment. A system that starts less often and runs steadily tends to wear more
slowly, which is the kind of thing you notice as the absence of surprise repairs.

The family's takeaway was not that they had bought a fancier machine. It was that, for the first time,

the house felt even. The comfort they had assumed was impossible in their home turned out to be a

sizing problem all along.



Kestler Heating & Cooling  ·  Lansing, Michigan  ·  kestlerheating.com 4

THE DIFFERENCE, SIDE BY SIDE

Comfort factor Oversized system (before) Right-sized system (after)

Cycle length Short bursts, frequent on and off Long, steady runs

Even temperature Hot and cold spots, cold upstairs More even, room to room

Summer humidity Cool but clammy Drier, more comfortable at the same
setting

Noise Frequent loud startups Quieter, steadier

Wear on parts Higher, from constant starts Lower, from steady running

REMINDER · The table above is an illustrative comparison of how sizing affects comfort, not a
measurement of a specific installation. Every house is different, and only a load calculation on
your home can say what it needs.

WHY SYSTEMS END UP OVERSIZED SO OFTEN
If oversizing causes so many problems, why is it common? Not usually because anyone set out to do

wrong. It happens for understandable, and avoidable, reasons:

■  Matching the old unit. The fastest way to quote a replacement is to read the size off the
equipment being removed and order the same thing. But that old unit may have been oversized
too, so the mistake gets copied forward for another fifteen years.

■  Rounding up to be safe. Bigger sounds like a safer bet, so when in doubt some installers
round up. With heating and cooling, up is the wrong direction, because oversizing is its own
problem.

■  Skipping the calculation. A proper load calculation takes time and training. Skipping it and
using a rough square-footage rule of thumb is quicker, and quicker is how corners get cut.

■  Assuming bigger equals better service. A homeowner who felt cold sometimes asks for more
capacity, and an order-taker obliges, when the real fix was steadier cycles from a right-sized unit.

The common thread is that oversizing is what happens when nobody measures the house. The fix is

not a secret. It is simply doing the calculation.

SIGNS YOUR SYSTEM MIGHT BE OVERSIZED
You cannot diagnose sizing from a checklist alone, but these are the symptoms that make a

technician suspect it. If several sound like your home, it is worth asking about at your next visit or

before any replacement:
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■  The furnace or AC switches on and off frequently, in short bursts, rather than settling into

longer runs.

■  Some rooms, often upstairs or far from the unit, never quite match the thermostat.

■  The house feels humid or clammy in summer even when the temperature is where you set it.

■  You notice the loud rush of startup often, because the system keeps restarting.

■  The temperature swings, comfortable then not, between cycles.

WHAT A LOAD CALCULATION ACTUALLY LOOKS AT
A Manual J load calculation is not a mysterious ritual. It is a careful accounting of everything that

makes your specific house gain and lose heat. Done right, it considers:

■  Square footage and the layout of the rooms.

■  How much insulation the house has, and where.

■  The number, size, type, and direction of the windows.

■  Which way the house faces and how the sun hits it.

■  How much outside air leaks in through the building's gaps.

■  The realities of the local climate, from humid Michigan summers to hard winters.

Add those up and you get an honest target for how much heating and cooling the house needs.

Equipment sized to that number runs the long, steady cycles that make a home comfortable. It is the

difference between a quote built on your house and a quote built on a guess.

SIZING IS NOT THE ONLY LEVER
Right-sizing is the foundation, but modern equipment gives an installer more than one setting to dial.

Many furnaces and air conditioners now run at more than one stage, or vary their output continuously,

so they can run gently for a long time on a mild day and ramp up only when the weather turns

extreme. Paired with correct sizing, that is how the best-performing homes get even temperatures and

dry summer air without the short cycling described in this guide. The details are a conversation to

have with a comfort advisor, but the starting point is always the same: measure the house first.

THE TAKEAWAY
If your house has never felt quite right, if rooms fight each other, if summer air feels sticky at the

correct temperature, if the system seems to switch on and off constantly, the instinct to buy something

bigger is usually the wrong one. The comfort you are missing often comes from a system that fits, not

one that overpowers. The only way to know what fits is to measure the house. That is why an honest

replacement quote always starts with a load calculation, and why a quote that skips it is really just

guessing with your money.
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This guide is general educational information for homeowners in the Lansing, Michigan area. It is not a substitute for an in-person
inspection by a licensed technician, and it does not diagnose your specific equipment. Anything involving gas, electrical
connections, or refrigerant should be left to a licensed professional. Kestler Heating & Cooling is a demonstration website
created by Href Creative and does not represent a real contractor.


