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Executive Summary 
Located at Mile Marker 198 on the Illinois River, the Port of Henry, Illinois, is strategically located in the 
heart of agricultural and industrial North Central Illinois. With barge, rail and truck access, and a short 
drive to several interstate highways, the Port of Henry (Port) will provide area companies needing bulk 
and project cargo transportation an efficient, cost-effective option. The Port is a partnership between the 
City of Henry and Ozinga, the Mokena-based firm that has been mining aggregates out of a former farm 
field adjacent to the Illinois River for several years.   

The City of Henry (City or Henry) has a long and rich history as a river town with the distinction of being 
the location of the first lock and dam on the Illinois River. It is undertaking this Port of Henry Master Plan 
to support the creation of an economic development engine that will help drive the region in the years to 
come. The expansion of port facilities and capabilities in the northern portion of the district will open a 
window to significant economic development opportunities in several markets and services key to the 
Illinois economy. Situated to the south of the Starved Rock Lock and Dam and to the north of the Peoria 
Lock and Dam, the Port of Henry is virtually materializing from the extraction of gravel.  

This final report also makes policy and program recommendations to support river port related 
operational needs in the future. The approach taken to identify potential market opportunities for new 
transportation relies on data and network optimization modeling. Funded by the Illinois Department of 
Transportation (IDOT) as part of a series of local marine planning efforts, the Port of Henry Port Master 
Plan was conducted as a three-phased study highlighted in Exhibit 1.  

Exhibit 1 Port of Henry Port Master Plan Three-Phased Process 

 
Source: Quetica 

Phase 1 Discovery 

The Discovery phase included a review of 10 prior state and regional planning studies related to land use, 
water quality, freight, and special study efforts to gain an historical and environmental context of the 
region. Stakeholder outreach included regional stakeholder meetings open to the public, a public officials 
forum, and one-on-one interviews with regional businesses and interested organizations to gain an 
understanding of current perspectives on market conditions, potential future industrial activity at the 
Port of Henry, and regional transportation network needs. Involving key stakeholders in the Port of Henry 
Master Plan process was an important activity designed to ensure that future infrastructure decisions are 
made in “consideration of and to benefit public needs and preferences.”1 

 
1 FHWA Public Involvement web page: https://www.fhwa.dot.gov/planning/public_involvement/ 
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The stakeholder input gathered was used to assemble a Strengths, Weaknesses, Opportunities, and 
Threats (SWOT) analysis (Exhibit 2). Strengths included leadership at the local level, the region’s 
multimodal transportation system, and the strong partnership with Ozinga which has already begun the 
Port’s development. Identified weaknesses were the need for a coordinated communication strategy, the 
long timeline to develop the Port, socioeconomic trends in the Henry region related to industry, housing, 
and labor, and future changes to city leadership with a loss of institutional knowledge and potential 
changes in priorities. Opportunities highlighted were the City’s ability to attract industry and access to 
Economic Development Administration (EDA) funding while lock and dam maintenance, global 
geopolitical uncertainty, and potential loss of land devoted to agriculture production were seen as threats 
to consider. 

Exhibit 2 Port of Henry SWOT Summary 

 
Source: Quetica 

Analyses of current and forecasted regional commodity flows2 and economic base were conducted to 
identify key industries, trade partners, and supporting freight transportation infrastructure and supply 
chains connecting shippers in the Port of Henry region with their markets. U.S. Army Corps of Engineer 
(USACE) data shows nearly half of all commerce on the Mississippi River and 30 percent of the 

 
2 Regional commodity flow data from public USACE sources and Illinois’ 2019 Transearch dataset were used in the 
analysis. 
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commodities moving on the Illinois River is comprised of agricultural products while crude materials (i.e., 
wood, aggregate, metals, non-metallic minerals, salt, scrap, other similar products) account for 23 
percent followed by petroleum and petroleum products 18 percent, and chemicals 16 percent. However, 
barges only carry 14 percent of the region’s freight by volume and 10 percent by value with trucks 
accounting for more than 80 percent by volume and value. Agricultural products represent the largest 
share of the region’s total freight movements with 60 percent of the total followed by aggregates with 15 
percent. Flows of chemicals, pharmaceuticals, plastics, and rubber are forecasted to experience the 
largest growth by 2035 with energy products expected to contract the most due to the elimination of coal 
fired power plants by 2030. Lastly, data representing the regional freight network (i.e., roads, rail, and 
waterway networks along with facilities that move freight from one mode to another) was collected to 
support the development of the Port Henry Region Supply Chain Optimization Model (PHRSCOM). 

Phase 2 Design 

The Design phase focused on using the PHRSCOM to identify future opportunities at the Port of Henry. 
Optimization models are a math-based approach using AI and big data to find the optimal solution to 
complex problems and have become a common tool amongst the private sector for guiding strategic 
planning. When adapted to public freight networks, the methodology extends beyond a single supply 
chain to understand how freight, aggregated across all supply chains, currently flows over the region’s 
multimodal freight network (the Baseline), how freight would flow through an unconstrained network 
(the Greenfield Analysis), and how changes to the network, such as the introduction of the Port of Henry, 
would impact the use of modal services by regional shippers (the “What-if” Scenario). The optimization 
approach, which uses an objective function based on the lowest transportation cost, is demand-driven, 
allowing agencies to measure supply chain performance, adapt to changing environments, and is able to 
identify freight network investments that increase speed, improve reliability, lower total costs for regional 
shippers, and reduce impacts on surrounding communities. 

As the name implies, the Greenfield Analysis examines existing demand, in this case freight transportation 
demand, without constraints on the existing multimodal networks. It is an often-used, initial step in facility 
location decisions seeking to identify the locations where freight demand should be aggregated within the 
existing network and the types of modes and services that should be available to service that demand. 
Based on the results of the Greenfield Analysis, which identified more than 28.3 million tons of freight that 
could be converted from long-haul truck or rail to more than 16,000 barges annually, two “What-if” 
scenarios were recommended for further analysis using the PHRSCOM. 

The Port of Henry Optimization What-if Scenarios includes the introduction of new barge and rail 
transload services. The transload scenarios are focused on increasing the utilization of the inland 
waterway and rail networks while decreasing the use of medium- and long-haul truck trips. Barge and rail 
transload terminals facilitate the transloading or transfer of non-containerized commodities from one 
mode to another (Exhibit 3). Transloading leverages the access capabilities of trucking for the short haul 
pickup/delivery and lower cost modes, such as rail and barge, for the long-haul shipment to provide cost 
efficient transportation solutions to shippers. Transloading works for many raw materials and bulk 
commodities such as grains, fertilizer, chemical products, aggregates, scrap, and waste. 
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Exhibit 3 Truck to Barge and Truck to Rail Transload Process 

 
Source: Quetica 

The PHRSCOM barge transload scenario identified 686,793 tons of freight that would benefit regional 
shippers with $58.2 million in lower transportation costs by incorporating barge transload within supply 
chains. If the total opportunity were converted to barge, it would equate to roughly 38,260 truck trips per 
year. The majority of the freight volumes are outbound shipments which account for 68 percent of the 
flows by volume and 71 percent of the flows by value. Flows to and from Louisiana comprise 57 percent 
of the optimized volumes and related transportation cost savings while LaSalle County accounts for 41 
percent of the optimized flows originating from and coming to the Henry region. Exhibit 4 provides a 
summary of the optimized flows by commodity types. 

Exhibit 4 Barge Transload Top Products (all dry) 

 
Source: Quetica 

The PHRSCOM rail transload scenario identified 686,793 tons of freight that would benefit regional 
shippers with $77.32 million in lower transportation costs by incorporating a rail transload service within 
their supply chains. This total opportunity equates to roughly 44,434 truck trips per year. The vast 
majority of the freight volumes are outbound shipments which account for 94 percent of the flows by 
volume and 89 percent of the flows by value. The optimized rail transload scenario would replace 876.6 
million truck ton-miles with 32.6 million truck ton-miles and 952.6 million rail ton-miles. 

Phase 3 Development 

The Development phase focused on taking the information collected in Phase 1 and the results from the 
modeling effort in Phase 2 to produce planning documents to support the Port of Henry’s development, 
including a Land Use Plan with conceptual site drawings and associated costs; a Marketing Plan with 
strategies, tactics, and success metrics to recruit targeted industries to Henry; and Business Cases 
outlining expected use of the Port by targeted industries to move goods into and out of the region 
reported by volume, cost savings, and change in modal service demand. 
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A conceptual site plan was developed to outline the major infrastructure needs to support future port 
operations and to estimate the associated costs to make those investments (Exhibit 5). The site plan calls 
for the City’s parcel to be split into multiple parcels allowing for industrial development to occur: an 
estimated 34-acre parcel site on the west side of the property, a six-acre site to the west of the existing 
sanitary treatment lagoons, and a 19-acre site to the east of the lagoons. The City’s parcel along with 
adjacent parcels to the north and south are zoned as heavy industrial, while the parcels located to the 
west of Richard Street/CR 1500 E are zoned as light industrial. The entire Port of Henry is located within 
the City’s Tax Incremental Finance (TIF) District. 

The conceptual drawing calls for a 400-foot high-water dock and 400-foot low-water dock each with an 
adjacent 400-foot by 75-foot platform for loading and unloading barges. The site also includes additional 
area to support loading, unloading, maneuvering, and storage. Rip rap would protect the City’s remaining 
shoreline within the Port. An office building, truck scale, and staging area would be located at the Port’s 
entrance while industrial roads and rail track would be constructed to provide access to truck and rail 
within the Port. In addition, improvements to adjacent roadways are included in the plan to bring the 
road segments connecting the Port to IL 29 up to 80,000 lb. standards. The estimated costs to construct 
the site plan totals $87,732,700. 

Exhibit 5 Conceptual Port Development Plan Drawing 

 
The PHRSCOM analysis found an annual total market opportunity (TMO) for barge transload services of 
851,639 tons with nearly $76.6 million in associated transportation cost savings and a reduction of truck 
ton-miles traveled of 476 million. The results for the rail transload scenario were slightly larger with 
924,511 tons, more than $97.6 million in transportation savings, and 971 million less truck ton-miles. The 
TMO represents the entire potential market for transload services at the Port of Henry based on current 
freight flows. However, capturing the TMO is not a realistic assumption when making infrastructure 
investments, so target markets are defined and market capture rates (MCR) are applied to produce a 
more realistic and more fiscally conservative estimate. 
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Business cases were developed as part of the Port of Henry Master Plan for three targeted product 
groups: animal feed; chemicals, fertilizers, and plastics; and waste/scrap. For example, the business case 
for animal feed only includes flows leaving the Henry region destined for the state of Louisiana. MCRs for 
the three business cases were set for 20 percent in 2025, 40 percent in 2026, 60 percent in 2027, and 
then capped at 70 percent for 2028 through 2050 while compound annual growth rates (CAGR) were 
calculated from the study’s commodity flow dataset and applied to the PHRSCOM results to account for 
future growth. Exhibit 5 provides a summary of the three business cases. Results are annual and present 
the tonnage and transportation cost savings from substituting the barge transload service for long-haul 
truck, along with the changes in modal service demands between the baseline and the optimized 
scenarios. Assuming one barge holds 1,500 tons, the 40,833 tons in 2025 would equate to 27 barges in 
2025 and 100 by 2028. 

Exhibit 6 Truck to Barge Business Case Opportunities under Market Capture Rates 

Measure 2025 2026 2027 2028 2050 

Total Tons 40,833 82,968 126,474 149,997 235,608 

Total Savings $3,090,772 $6,309,540 $9,663,110 $11,513,832 $19,818,350 

Baseline Truck Tonnage 24,398 50,021 76,935 92,065 174,568 

Baseline Rail Tonnage 16,435 32,947 49,538 57,932 61,040 

Baseline Truck Ton Miles 21,577,919 44,212,423 67,961,908 81,277,104 151,202,236 

Baseline Rail Ton Miles 16,812,558 33,705,080 50,677,854 59,264,768 62,444,113 

Optimized Truck Ton Miles 1,673,101 3,399,518 5,182,298 6,146,591 9,777,076 

Optimized Water Ton Miles 51,404,143 104,465,029 159,269,967 188,922,372 296,494,653 

Optimized Rail Ton Miles 0 0 0 0 0 
Source: Quetica 

Key Findings 

The Port of Henry Port Master Plan generated a substantial volume of economic and transportation data 
about the region. In addition, stakeholder outreach and discussions with local public and private officials 
generated a wealth of information regarding local feedback and views on future development at the Port 
and throughout the Henry region. The combination of the qualitative and quantitative results is the basis 
for the key findings from the Port of Henry Master Plan study. 

The City of Henry and its residents view the Illinois River as an important asset for tourism, recreation, 
and commerce and stated their vision for the Port of Henry is to become a thriving multimodal commerce 
hub and economic driver that generates sustainable revenue for the City and benefits the region with 
jobs by attracting industrial tenants. With the understanding that the region’s businesses compete in a 
global market, Henry’s location on the Illinois River is recognized as a competitive advantage for shippers 
of bulk materials with the ability to ship via barge to the Gulf year-round, while locations further north on 
the MRS deal with annual closures to commercial traffic during the winter, as well as access to all Class 2 
railroad networks via the Iowa Interstate railroad. 

The Mississippi River and Illinois River systems have experienced a number of challenges in recent years. 
Major lock and dam rehabilitation and maintenance projects have resulted in months long closures of the 
Illinois River to commercial barges. Periods of high- and low-water levels have impacted commerce 
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destined for or originated from locations south of St. Louis, Missouri, due to the reduction in barge loads 
and tows in order to safely navigate the waterway. Ultimately, the changing water levels resulted in 
volatile price spikes for shippers. Stakeholder feedback indicated that in the autumn of 2022, it was 
cheaper to truck a ton a grain from St. Louis to New Orleans, Louisiana, than it was to ship by barge. 
Lastly, the migration of invasive species into the Illinois River system and Lake Michigan have spurred 
government efforts to halt the spread. The Brandon Road Lock and Dam, located to the north of Henry 
near Joliet, was identified as a critical location where a layered system of technologies could be deployed 
to deter Invasive Carp from entering the Great Lakes. A recent agreement between Illinois, Michigan, and 
the federal government has provided funding for the project to move forward. 

In addition to the recent challenges faced by the inland waterway system, the composition of the freight 
moving by barges has also shifted. Coal, once a significant commodity movement on the Illinois River, has 
contracted significantly. In 2021, coal accounted for less than one percent of the total volumes of freight 
flowing over the Illinois River. However, new opportunities are emerging. Municipal solid waste (MSW) is 
a growing concern for Chicago, Illinois, and the Chicago Metropolitan Area3. In 2022, the region 
generated nearly 10 million cubic yards (cy) of municipal solid waste (MSW). However, the Illinois Landfill 
Disposal Capacity Report indicates the total remaining capacity in the Chicago Region is just 18.6 million 
cy, far less than many other regions in the state. These numbers suggest that an innovative solution, such 
as Ozinga’s barging of baled MSW out of Chicago to Henry, will be needed. Additionally, new markets for 
large volumes of raw materials such as copper, nickel, manganese, graphite, lithium, zinc, and silicon will 
be required for new technologies while wind farm components such as blades, towers and nacelles are an 
example of project cargo that is increasingly moving by barge transport. 

The agricultural industry is incredibly important to the Henry region. Crops, livestock, and farm products 
are the top commodity group for freight movements by both volume and value in the Henry region and 
optimization modeling results identified cereal grains as the top truck to barge transload opportunity with 
36 percent of the total volume and 38 percent of the total savings. However, Central Illinois is a 
competitive market for grains and soybeans and stakeholders were cautious about the prospects for the 
Port of Henry moving those products. They noted a considerable drop in river business compared to 20-
25 years ago and the competition for products from established river grain terminals, coop grain 
elevators, ethanol plants, and soybean plants throughout the region. On the other hand, stakeholders 
were optimistic about the opportunity to move fertilizer with one stakeholder stating it was the “biggest 
challenge” and not always located where you want it when you want it. 

Recommendations 

The following recommendations are based on the research, outreach, data analysis, and optimization 
modeling conducted for the City of Henry’s Port of Henry Master Plan. The City must navigate the 
significant changes experienced by the inland waterway system along with the complexities of planning 
for a port that is materializing from the extraction of gravel. These recommendations are intended to 
guide the City as it continues to develop the Port of Henry in this environment in regard to its 
partnerships, organizational model, marketing to targeted industries, and future funding sources. 

1. Share the Port Master Plan with state and regional partners. The City should leverage 
relationships with existing waterway stakeholders and entities to advocate for, further advance 
the Illinois River System as a viable freight transportation option, and to promote inland 
waterway economic development opportunities. These regional partners include the Illinois 

 
3 Illinois EPA Region 2 is made up of McHenry, Lake, DuPage, Cook, Kane, Kendall, Grundy and Will Counties. 
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Waterway Ports Commission, the Heart of Illinois Regional Port District, the Corn Belt Ports, the 
Illinois River Cities and Towns Initiative, the Upper Mississippi River Basin Association, the Inland 
Rivers Ports and Terminals, the Illinois EDC, and the North Central Illinois Economic Development 
Corporation. 

2. The Port of Henry should employ a port landlord operating model. Under the landlord operating 
model, a contractor operates the port and pays the City based on volumes, land leases, and/or 
other specialized services with revenues used for maintenance and to leverage grant funding for 
capital improvements. Based on existing covenant and impact fee agreements between the City 
and Ozinga, Ozinga’s shared location within the port property, and Ozinga’s expertise in providing 
terminal, barging, and towing services via its subsidiary Middle River Marine, it is recommended 
that Ozinga and Middle River Marine act as the operator. 

3. Dedicate historical and future revenues from material extraction and operational revenues to 
improving the Port. Past City revenues generated from Ozinga mining operations and Middle 
River Marine operations moving fertilizers at the Port of Henry should be dedicated to improving 
the Port via infrastructure and other site improvements (i.e., roads, dock walls), matching funds 
for grant applications, and marketing the Port. The Master Plan outlines effective, actionable go 
to market strategies and tactics to guide recruitment and educate industry about the advantages 
of locating in Henry. Past City revenues generated from Ozinga mining operations should be 
utilized to fund a part-time economic development professional to execute the marketing plan 
outlined in this Port of Henry Master Plan. 

4. Focus marketing efforts on industries that exhibit growth, above average concentration, and 
benefit from barge transportation. The business cases within this Port of Henry Master Plan 
outlined the benefits the introduction of the Port of Henry will provide to existing regional 
shippers and associated freight flows. However, the availability of industrial land within and 
adjacent to the Port property provides opportunities to bring additional industry, jobs, and freight 
flows to the region. Marketing efforts should focus on the industries outlined in the Master Plan’s 
Target Industry Analysis such as manufacturers of fertilizers, chemicals, plastics, heavy 
equipment, construction materials, and metals. Companies in the transportation and 
warehousing industry should also be targeted along with companies in the waste-to-energy space 
since the Port of Henry has both the transportation services required to support such a facility 
and available land to host one. 

5. Apply for federal and state funding to support infrastructure investments. As the extraction of 
material from the Port of Henry’s site winds down and the expansion draws nearer to 
completion, the Port should retain a grant specialist to assist with the development of grant 
applications. It is common for multiple grant programs to be utilized to support multifaceted 
infrastructure projects like the Port of Henry for both pre-construction activities like design and 
engineering and construction activities. Potential funding sources should align with the different 
infrastructure investments required to develop the Port of Henry. 
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