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Intro

Al is an incredibly weird technology. Even five years ago in the US, it was still mostly the province of
sci-fi narratives and a niche group of enthusiasts and developers confined to Silicon Valley like geriatric
turtles to a terrarium. But after ChatGPT exploded onto the scene in late 2022, Al broke containment. It's
now almost literally impossible to spend a few hours in public without overhearing someone talking about
it, and its use has already infiltrated just about every aspect of daily life—whether for good, for ill, or for
seemingly no reason other than that the opportunity was just sitting there when someone got bored.

Then there’s the art business, historically one of the latest-adopting industries known to humankind. It’'s no
surprise that most of the discourse about Al in this realm has fixated on image-making. Worthy as that
conversation is, however, it ignores a whole other tranche of issues, challenges, and possibilities: namely,
how large language models (LLMs)—the technical name for the generative, algorithmic tools popularly
shorthanded as “Al”—are being used on the business side of the art and collectibles trade.

That's where this report comes in. It aims to cross-section the art industry to show where generative Al
and its building block, the mass pattern-recognition algorithms known as machine learning, have already
penetrated the walls of tech-backwardness.

The results distill interviews with 13 art industry and IT professionals, an unholy amount of article and
podcast consumption, and the experience accumulated from writing about Al's fits and frictions with the
art business since 2020. (A special thank you to Art Market Minds-The Academy is in order, because
the core of this report stems from a lecture that | gave for its online course, “Al & the Art Market,” in late
April.)

This file also inaugurates The Gray Market Investigates, a new monthly deep
dive into a subject in the art or collectibles industry that deserves multiple weeks
of reporting, thinking, analysis, occasional doodling, and probably a little humor.
It's a new feature for paid subscribers to TGM. | hope you agree that the series is
worth your time and money. If not, it's never been easier to just opt for whatever
coverage the robots will churn out for you.

Tim Schneider
Founder, The Gray Market




In Numbers

Not everything about Al's use on the business side of art can be-quantified, but trying to capture
where we are without data would mean letting some vital points slip.through the net. Below is a
selection you can pull from during your next art world cocktail party..Just make sure that you're not
talking to someone who's liable to throw a drink in your face for bringing up the subject.
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Galleries

31%

Share of galleries.that never
uses Al for ops, per-Artsy

80%

Share of galleries that
dabbles in Al-for writing or
editing, per First Thursday

~25%

Share of small galleries reporting
“regular” or “strategic”
Al use, per First Thursday

Timelines

8 years

Since Sotheby’s acquired
machine-learning startup
Thread Genius

25 months

Since Art Basel launched:its
in-app chatbot

384 days

Amount of human labor saved by
Convelio’s Al shipping-quote tool
in six months

Misc

<1%

Estimated Al usage of a major

auction house compared to
that of McKinsey

~10 million

Number of results in
Artsignal’s Al-optimized
auction database

$0

Monthly cost of the chatbot
versions most gallery pros.are
using
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About

The Gray Market (TGM) is a weekly editorial project by Tim Schneider, a writer, analyst, and private
consultant for artists and businesses in the cultural field.

TGM maps the forces shaping the business of contemporary art and collectibles, from inside and out, while
keeping one eye trained on how unrepentantly absurd the results can be. Tim especially focuses on how
surrounding elements—from adjacent markets like film, music, and fashion to larger industries like finance,
tech, and law—impact the art ecosystem just as much as the trade itself.

You're currently reading an edition of The Gray Market Investigates, a monthly deep dive into a subject
that deserves multiple weeks of reporting, thinking, analysis, occasional doodling, and probably a little humor.
The goal is to be smart without becoming a galaxy-brained buzzkill. Because this stuff is important, but it's
also usually a little bit ridiculous, too.

Tim’s bylines can be found at The New York Times, Financial Times, Business of Fashion, The Art Newspaper,
and more. You can subscribe to TGM at thegraymarket.substack.com.

If you're interested in working with him or advertising on TGM, reach out: tim@thegraymarket.xyz.

TGMI, no. 1, 2026
Copyright: The Gray Market
Creative Direction: JCA Studios

For advertising, subscription, and partnerships, contact:
tim@thegraymarket.xyz

thegraymarket.substack.com
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