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What changed

AMD’s Helion makes agent execution an explicit infrastructure purchasing decision. It does not 

establish that enterprises need another rack. For CIOs and CAIOs, the consequential question is 

which part of an agent workflow deserves dedicated capacity—and whether better routing or 

workflow design could remove that requirement before capital is committed.

AMD introduced Helion on October 12, 2026, as a rack-scale reference design developed with 

system partners. Configurations are planned to become available in November 2026. That is an 

availability target, not evidence of volume shipments.[1]

The design offers two materially different approaches. AMD describes a CPU-only configuration with 

up to 32,768 sixth-generation EPYC CPU cores, connected to separate model-inference 

infrastructure. An enterprise configuration combines EPYC execution nodes, Instinct MI350P 

inference nodes and general-purpose compute. The architectural choice is whether to provision 

execution and inference separately or bring them together in one system.[1]
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The combined configuration needs careful qualification. AMD specifies up to 16 MI350P GPUs, 

arranged as two independent eight-GPU servers, without a scale-up GPU fabric between those 

servers. Buyers should not treat the rack’s aggregate GPU count as one unified accelerator resource. 

The CAIO’s model-placement requirements must fit the actual topology the CIO purchases.[2]

The routing claim also needs translating. AMD describes selecting among frontier and open-source 

models, including cloud-hosted frontier models and models hosted inside the rack. The reviewed 

material does not establish a novel token-by-token interconnect technology. This is model-call 

routing, not evidence that a special token fabric changes the economics of every agent workload.[1][2]

The commercial evidence remains incomplete. Reviewed materials do not establish delivered system 

pricing, measured full-rack power, production-scale availability or independently validated cost per 

successful agent task. StorageReview’s launch coverage also identifies missing pricing and per-rack 

power figures. These are procurement gaps, not proof that the design will disappoint.[1][3]

Why it matters

Separating execution from inference is useful, but not a new law of computing. Network World’s 

October 13 reporting quotes Gartner’s Kanishka Chauhan describing the CPU/GPU division as 

existing practice. Forrester’s Charlie Dai identifies the potential benefit of independent scaling 

alongside additional network traffic and integration costs. The opportunity is better resource 

matching; the bill can include more distributed-system complexity.[4]

That distinction changes what each executive should fund. The CIO needs to identify whether 

workflows are constrained by active CPU computation, memory, network traffic or waiting on external 

services. The CAIO needs to establish whether the workload itself is sensible: repeated searches, 

unnecessary model calls and failed tool use can create demand that should be eliminated rather than 

accommodated. Buying capacity before making that distinction risks financing agent waste.

Anthropic’s June 13, 2025 engineering account illustrates why activity is a poor economic 

denominator. In its own data, agents used approximately four times the tokens of chat interactions, 

while multi-agent systems used approximately fifteen times. These are vendor-reported observations 

against a chat baseline—not universal multipliers, Helion measurements or enterprise demand 

forecasts.[5]

The proposed shared measure is:
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Cost per accepted workflow = all attributable costs during the 
measurement period ÷ workflows meeting agreed completion, 
quality and policy criteria.

The numerator should include annualized infrastructure costs allocated to the period, facilities, 

networking, software, operations, model and tool charges, and remediation. Failed attempts and 

retries belong in that numerator; they do not become additional successful outcomes. Track 

completion latency and acceptance rate alongside cost so that cheaper but less useful execution 

cannot pass as progress.

This creates a necessary cross-role tension. The CIO may favor steady utilization, consolidation and 

predictable support. The CAIO may need spare capacity, frequent model substitutions and escalation 

to more capable models to preserve quality. The handoff should be explicit: the CAIO owns 

acceptance criteria and workload forecasts; the CIO owns the operating-cost and service-readiness 

model. Neither utilization nor benchmark quality alone should authorize the purchase.

Routing could shift spending from managed model services toward enterprise infrastructure and 

operations—but it need not require new hardware. Amazon Bedrock already documents a serverless 

routing endpoint. Its documentation also warns about limitations for specialized use cases and an 

inability to adapt routing decisions using application-specific performance data. Managed routing is 

therefore a relevant alternative, not an automatic substitute for application-level evaluation.[6]

The budget comparison is managed AI services versus dedicated or enterprise-operated capacity, 

not an abstract contest between public and private AI. Evaluate the operating responsibility and the 

workflow outcome together. Otherwise, a reduction in model charges can simply reappear as 

infrastructure depreciation, integration work and operational overhead.

Frontier take

Helion makes a plausible case for evaluating agent-oriented private infrastructure. It does not yet 

make the purchasing case. Dedicated capacity becomes interesting when representative workloads 

demonstrate sustained execution demand, or when a binding deployment requirement rules out 

otherwise suitable managed services. If existing servers meet the service objective, an agent-specific 

rack must justify its incremental cost.
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Nor is there evidence that most Helion deployments will land in colocation or neocloud facilities. AMD 

targets multiple deployment types, but the reviewed announcement supplies no customer mix or 

shipment allocation. A plausible destination is not a market forecast.[1] For the CIO, ownership, 

physical location and operating responsibility remain separate decisions. For the CAIO, none 

answers whether the required models and workflows will perform acceptably.

The strongest counterargument to waiting is that an integrated system could reduce deployment 

friction for an organization with established demand and strict placement requirements. Such a buyer 

need not demonstrate the lowest possible inference price if the alternative cannot meet its operating 

constraints. But a rack delivered to a facility is not an accepted production service. Network World’s 

reporting identifies software maturity, ROCm compatibility and operational simplicity as challenges 

buyers must evaluate.[4]

The router deserves its own acceptance test. The June 26, 2024 RouteLLM paper found that routers 

trained only on its Chatbot Arena dataset performed near random routing on MMLU and GSM8K; 

targeted data augmentation improved results. That supports routing’s potential while challenging any 

assumption that performance transfers automatically across task distributions. It is evidence for 

evaluation—not a finding about Helion’s router.[7]

Openness is also a competitive claim, not an AMD monopoly. AMD plans to contribute the Helion 

specification to OCP. On October 12, 2026, Nvidia announced OCP contributions covering Vera 

Rubin rack and compute-tray designs and described a Vera CPU rack for orchestration, tool calling 

and sandboxed execution. Neither announcement establishes comparative performance, but together 

they undermine a simple “open AMD versus closed Nvidia” buying narrative.[1][8]

What would change this cautious conclusion? A reproducible comparison showing that a specified 

Helion configuration improves accepted-workflow cost, completion latency or deployment time 

against a properly provisioned alternative, under the same quality, security and availability 

requirements. Equivalent results from existing servers and an independent router would weaken the 

capital case.

For now, the reviewed materials do not establish Helion router algorithms, licensing, policy interfaces, 

routing overhead or independently reproduced savings.[1][2] The strategic boundary is 

straightforward: evaluate the rack, but do not let a bundled router silently become the enterprise’s 

model-governance architecture.

Three moves for CIOs and CAIOs

1. Find the constraint before reserving capacity.
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CIO: Instrument representative workflows for active CPU time, memory pressure, network waits and 

end-to-end tail latency. Advance a capacity request only when a measured constraint threatens an 

agreed service objective and cannot be addressed economically on existing infrastructure. Do this 

before supplier sizing turns an uncertain workload forecast into a fixed commitment.

CAIO: Establish task-level acceptance tests and measure model calls, retry rates and human 

remediation minutes. If the portfolio lacks a stable outcome baseline, fund evaluation before 

expansion. This is urgent because infrastructure demand should reflect useful work—not the volume 

of activity generated by an inefficient agent design.

2. Approve routing policy separately from the hardware.

CIO: Require replaceable model endpoints, exportable routing logs, identity integration and 

enforceable restrictions on external destinations. Reject or defer a design if operators cannot inspect 

routing decisions or block prohibited data paths. Set these requirements before integration work 

makes a bundled implementation expensive to replace.

CAIO: Replay representative and difficult cases across candidate routing policies, including 

escalation and failure paths. Approve only policies that meet acceptance thresholds for every 

material task class; trigger re-evaluation after model or router changes. Build that test suite now so a 

lower model bill cannot quietly purchase worse outcomes.

3. Release private-AI capital in evidence-backed stages.

CIO: Obtain configuration-specific pricing, site requirements, delivery commitments, support 

ownership and recovery provisions. Release production capital only after facility and service-

readiness gates pass, keeping evaluation capacity separate from volume commitments. With 

November availability still a target, contractual delivery and acceptance conditions matter more than 

launch endorsements.[1]

CAIO: Commit workloads only after the proposed configuration passes model-placement, context-

length, tool-use and accepted-workflow-cost tests. Expand when observed demand and measured 

outcomes justify another tranche, not when an agent-count target is reached. Give the CIO a 

qualified capacity requirement now, while architecture and commercial terms remain negotiable.
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Every source below is linked. Source numbering follows first appearance in the report.

01 AMD Helion announcement — October 12, 2026

https://newsroom.amd.com/news/open-rack-blueprint-scale-agentic-ai/

02 AMD Helion product specifications

https://www.amd.com/en/products/rackscale-solutions/helion.html

03 StorageReview coverage of the AMD Helion announcement

https://www.storagereview.com/news/amd-helion-agentic-ai-rack-32768-epyc-cores

04 Network World reporting on Helion and agent infrastructure — October 13, 2026

https://www.networkworld.com/article/4234241/amd-unveils-helion-as-agentic-ai-fuels-demand-for-data-center-cpus.html

05 Anthropic engineering account of its multi-agent research system — June 13, 2025

https://www.anthropic.com/engineering/multi-agent-research-system

06 Amazon Bedrock intelligent prompt routing documentation

https://docs.aws.amazon.com/bedrock/latest/userguide/prompt-routing.html

07 RouteLLM research paper — June 26, 2024

https://arxiv.org/abs/2406.18665

08 Nvidia announcement of OCP infrastructure contributions — October 12, 2026

https://blogs.nvidia.com/blog/ocp-global-summit-vera-rubin-scale-ai-factories/
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