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Abstract

This study examines organizational communication aspects contributing to chal-
lenges in international partnerships involving UzAuto, Uzbekistan’s largest automo-
tive holding company. Drawing on semi-structured interviews with four expatriate and
four local managers from various international collaborations, we apply Miller’s
(2015) four-dimensional framework to analyze communication practices. Findings re-
veal UzAuto’s communication remains predominantly classical—task-oriented content,
top-down direction, formal written channels, and authoritarian style—creating system-
atic misalignments with international partners’ collaborative expectations. The study
extends Miller’s framework by identifying how Soviet-era administrative legacies rein-
force classical communication aspects that hinder cross-cultural partnership effective-
ness. We offer an empirical perspective on Miller’s framework by showing how con-
textual factors interact with its dimensions to create persistent barriers in interna-

tional collaborations.
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I Introduction

International automotive partnerships have become increasingly common as companies
seek to access new markets, share technological capabilities, and reduce development costs
(Sako & Helper, 1998). However, these collaborations face significant challenges, with com-

munication barriers frequently cited as a primary factor contributing to partnership difficul-
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ties and failures (Koschmann et al., 2012). Despite the recognized importance of effective
communication in international partnerships, limited research has examined how organiza-
tional communication approaches systematically contribute to cross-cultural collaboration
challenges.

UzAuto, Uzbekistan’s largest automotive holding company encompassing over 85 enter-
prises, provides a compelling context for examining these communication dynamics. As the
dominant automotive manufacturer in Central Asia, UzAuto has pursued numerous interna-
tional partnerships with firms from South Korea, Turkey, Japan, China, the United States,
Germany, and France. These collaborations have aimed to enhance production capacity, fa-
cilitate technology transfer, and develop workforce capabilities within Uzbekistan’s rapidly
evolving automotive sector. However, some of these partnerships have encountered signifi-
cant challenges, with several joint ventures dissolving after relatively short operational peri-
ods.

While multiple factors contribute to international partnership difficulties—including regu-
latory environments, financial arrangements, and strategic misalignments—communication
aspects represent a fundamental yet under-examined dimension. Organizations develop dis-
tinct communication approaches shaped by their historical contexts, cultural environments,
and institutional legacies (Miller, 2015). Critical organizational communication scholars like
Deetz (1992) emphasize how communication practices both reflect and reproduce power
structures and organizational realities. When partners with fundamentally different commu-
nication orientations collaborate, systematic misunderstandings and coordination failures can
emerge, undermining partnership effectiveness.

Miller’s (2015) framework provides a valuable lens for analyzing these communication dy-
namics through four key dimensions: content (what is communicated), direction (communi-
cation flows), channel (how messages are transmitted), and style (communication tone and
approach). However, limited attention has been given to how historical and cultural factors
influence the persistence of particular communication aspects in cross-cultural collabora-
tions.

This study addresses these gaps by examining communication aspects at UzAuto and their
implications for international partnership effectiveness. Drawing on interviews with expatri-
ate and local managers who participated in various international collaborations, we analyze
how UzAuto’s communication approach creates systematic challenges in cross-cultural part-

nerships. This research offers an empirical perspective on Miller’s framework by showing
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how contextual factors reinforce particular communication aspects in international collabora-
tion settings. The study addresses two primary research questions: First, how do UzAuto’s
communication practices create challenges in international partnerships? Second, what ex-
tensions to Miller’s framework are needed to understand communication dynamics in post-
Soviet organizational contexts? By addressing these questions, the research offers insights
that enhance both the fundamental understanding of organizational communication and the

practical management of cross-cultural partnerships in emerging market contexts.

I Literature Review

1 Organizational Communication in International Partnerships

International business partnerships face distinctive communication challenges that extend
beyond language barriers to encompass fundamental differences in organizational communi-
cation approaches (Adler, 2002). Communication serves as both the medium through which
partnerships are negotiated and the mechanism by which ongoing collaboration is coordi-
nated (Koschmann et al., 2012). When partners possess incompatible communication orien-
tations, systematic misunderstandings can undermine partnership objectives regardless of
strategic alignment or resource compatibility.

Critical organizational communication scholarship emphasizes that communication prac-
tices are not neutral conduits for information but constitute power relations and organiza-
tional realities (Deetz, 1992). Organizations develop communication aspects that reflect their
historical contexts, institutional environments, and cultural assumptions about authority, par-
ticipation, and decision-making (Mumby & Stohl, 1991). These embedded aspects prove re-
markably resistant to change, even when organizations recognize the need for adaptation in
international contexts.

Research on cross-cultural partnerships has identified communication-related factors as
primary contributors to collaboration difficulties. Hofstede’s (1991) cultural dimensions the-
ory highlights how power distance, uncertainty avoidance, and individualism-collectivism ori-
entations shape communication preferences. However, this framework emphasizes national
culture while giving limited attention to organizational communication aspects that may di-

verge from or interact with national cultural tendencies.
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2 Miller’s Organizational Communication Framework

Miller (2015) provides a systematic approach to analyzing organizational communication
through four key dimensions. Communication content refers to what information is shared
and prioritized, ranging from task-focused exchanges to broader meaning-making activities.
Communication direction encompasses the flow aspects within organizations, from hierarchi-
cal top-down structures to multidirectional networks. Communication channel describes the
media and mechanisms through which messages are transmitted, including formal written
documentation, face-to-face interaction, and digital platforms. Communication style captures
the tone and approach of organizational communication, from authoritarian and formal to col-
laborative and dynamic.

Miller’s (2015) framework distinguishes between classical and constitutive approaches to
organizational communication, representing fundamentally different paradigms for under-
standing communication’s role in organizational life. While classical approaches view commu-
nication as a tool for information transmission within fixed organizational structures, consti-
tutive approaches recognize communication as the dynamic process through which organiza-
tions are continuously created, negotiated, and transformed. This distinction proves particu-
larly relevant for understanding international partnership challenges, as organizations social-
ized within different paradigms may hold incompatible assumptions about communication’s
purpose and practice (Table 1). Classical approaches, rooted in industrial management tradi-
tions, emphasize task-oriented content, vertical direction, formal channels, and authoritarian
style (Fayol, 1949; Weber, 1947). Communication serves primarily as a tool for coordination
and control within predetermined organizational structures. Constitutive approaches recog-
nize communication as the process through which organizations are continuously created,
maintained, and transformed (Putnam & Nicotera, 2009; Cooren et al., 2011). This perspec-
tive emphasizes meaning-centered content, multidirectional flows, interactive channels, and
collaborative styles.

The framework has proven valuable for analyzing communication aspects within individual
organizations, but limited research has examined how different approaches interact in part-
nership contexts. When organizations with classical and constitutive communication orienta-
tions collaborate, their fundamental assumptions about communication purpose, appropriate

participation, and decision-making processes may conflict systematically.
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Table 1. Communication in Organizational Approaches According to Miller (2015)

Aspects Classical Approach | Constitutive Approach
Communication task-oriented meaning-centered,
Content constitutive
Communication vertical multidimensional
Direction
Communication usually written all channels, focus on
Channel interaction
Communication formal, collaborative,

Style authoritarian dynamic, negotiated

3 Post-Soviet Organizational Communication Aspects

Organizations in post-Soviet contexts present distinctive communication characteristics
shaped by decades of centralized economic planning and hierarchical administrative struc-
tures (Stiglitz, 2002). Soviet-era organizational forms emphasized top-down information
flows, formal documentation requirements, and clear hierarchical authority relationships.
Communication served primarily instrumental functions related to plan fulfillment and regu-
latory compliance rather than facilitating collaborative decision-making or innovation.

The transition to market economies has created pressures for organizational adaptation,
but established communication aspects often persist due to institutional inertia, workforce
socialization, and embedded cultural expectations about appropriate workplace behavior
(Starr & Cornell, 2018). Organizations may adopt market-oriented structures while maintain-
ing communication practices rooted in administrative command traditions.

This institutional legacy creates particular challenges for international partnerships involv-
ing post-Soviet organizations. Western partners often expect collaborative communication ap-
proaches that emphasize employee participation, horizontal information sharing, and flexible
decision-making processes. Post-Soviet organizations may maintain classical communication
aspects that prioritize formal channels, vertical authority relationships, and directive leader-
ship styles. These divergent expectations can create systematic coordination difficulties that

extend beyond individual personality conflicts or language barriers.

4  Conceptual Framework and Research Propositions
This study extends Miller’s framework by examining how contextual factors influence the
persistence and interaction of different communication approaches in international partner-

ship settings. We propose that historical institutional legacies create path-dependent commu-
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nication aspects that prove resistant to change even when organizations recognize the bene-
fits of alternative approaches.

Specifically, we examine how Soviet-era administrative legacies interact with Miller’s four
dimensions to create predictable communication challenges in international partnerships in-
volving UzAuto. The framework suggests that organizations socialized within command-ad-
ministrative systems will demonstrate classical communication characteristics: task-oriented
content focused on regulatory compliance and plan fulfillment; top-down direction reflecting
hierarchical authority relationships; formal written channels emphasizing documentation and
official procedures; and authoritarian style prioritizing directive leadership over collaborative
decision-making.

These aspects create systematic misalignments when partnering with international firms
that have evolved more constitutive communication approaches emphasizing meaning-cen-
tered content, multidirectional flows, interactive channels, and collaborative styles. The re-
sulting communication barriers can undermine partnership effectiveness regardless of stra-

tegic compatibility or resource complementarity.

Il Methodology

1 Research Design

This study employs a qualitative case study approach to examine organizational communi-
cation aspects at UzAuto and their implications for international partnership effectiveness
(Yin, 2018). Case study methodology is particularly appropriate for investigating complex
organizational phenomena where contextual factors are crucial to understanding the dynam-
ics under examination (Saunders et al., 2019). The research focuses on communication prac-
tices rather than attempting to control behavioral events, making case study methods prefer-
able to experimental designs.

UzAuto represents a critical case for examining communication challenges in international
partnerships involving post-Soviet organizations. As Uzbekistan’s largest automotive holding
company with extensive international collaboration experience, UzAuto provides access to
managers with direct experience in cross-cultural partnerships. The company’s history of
both successful and challenging international collaborations offers rich opportunities to ex-

amine how communication aspects influence partnership outcomes.
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2 Data Collection

Data collection involved semi-structured interviews with eight senior-level managers who
had direct involvement in UzAuto’s international partnerships. The sample included four ex-
patriate managers and four local Uzbek managers, providing perspectives from both sides
of the cultural divide. This balanced approach allows examination of communication aspects
from multiple viewpoints and reduces potential bias from single cultural perspectives.

Expatriate respondents were selected based on two criteria: prior experience in interna-
tional companies with established organizational communication systems, and senior-level
positions within UzAuto’s international partnerships. These criteria ensured respondents
possessed comparative knowledge of communication practices across different organiza-
tional contexts. Local respondents were selected based on three criteria: senior strategic po-
sitions within UzAuto or its joint ventures, professional experience in international business
contexts, and sophisticated understanding of organizational communication concepts. The re-
quirement for international business experience was considered essential given that organ-
izational communication remains an uncommon business function in many Uzbek organiza-
tional contexts.

Interviews were conducted and focused on participants’ experiences with communication
practices in UzAuto’s international partnerships. Interviews were conducted in English and
Russian, recorded with participant consent, and transcribed for analysis. Interview duration
ranged from 45 to 60 minutes, with follow-up clarifications conducted as needed. Data collec-
tion followed Tracy’s (2020) Phronetic Iterative Qualitative Data Analysis (PIQDA) ap-
proach, which emphasizes iterative engagement with data throughout the collection process

to refine understanding and identify emerging themes.

3 Interview Protocol

Semi-structured interviews employed open-ended questions that allowed participants to
discuss their communication experiences broadly while providing sufficient direction to ad-
dress research objectives (Saunders et al., 2019). The interview protocol was organized
around Miller’s (2015) four communication dimensions, with additional questions address-
ing contextual factors and partnership outcomes.

Initial questions invited participants to describe communication practices within UzAuto
and compare these with their experiences in international organizational contexts. Follow-up

questions explored specific examples of communication challenges, successful communica-
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tion strategies, and factors that influenced communication effectiveness. Questions ad-
dressed each of Miller’s dimensions: communication content (what information is prioritized
and shared), direction (how information flows within the organization), channels (mecha-
nisms for message transmission), and style (tone and approach of organizational communi-
cation).

Clarification questions were used to elicit more precise examples of participants’ experi-
ences, which helped examine how cultural and historical factors influence communication
patterns and how communication practices affect partnership relationships. This approach
enabled the collection of rich qualitative data while maintaining systematic coverage of the

conceptual framework.

4 Data Analysis

Interview transcripts were analyzed using Tracy’s (2020) Phronetic Iterative Qualitative
Data Analysis (PIQDA) approach, which emphasizes ongoing iterative engagement between
data collection and analysis. This method allowed for practical wisdom development through
continuous reflection on emerging patterns while maintaining systematic analysis using
Miller’s (2015) framework as an organizing structure.

Analysis followed PIQDA’s iterative process, beginning during data collection with prelimi-
nary theme identification and continuing through formal coding stages. Initial coding focused
on identifying examples of communication content, direction, channel, and style within par-
ticipants’ descriptions of UzAuto’s practices. The PIQDA approach facilitated deeper under-
standing through successive analytical iterations, allowing emergent themes to inform subse-
quent interviews and analysis cycles.

Secondary analysis examined patterns across interviews and identified factors that partici-
pants associated with communication effectiveness or challenges. Comparative analysis ex-
plored differences between expatriate and local perspectives, as well as similarities in experi-
ences across different partnership contexts. Tracy’s PIQDA framework proved particularly
valuable for maintaining analytical rigor while remaining responsive to emergent findings

that extended beyond Miller’s original four dimensions.

5 Validity and Reliability
Multiple strategies addressed validity and reliability concerns in the qualitative research

design. Construct validity was enhanced by providing participants with interview themes
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prior to meetings, allowing them to prepare relevant examples and organizational documen-
tation (Yin, 2018). Internal validity was strengthened through triangulation across multiple
respondent perspectives and systematic comparison of findings with existing literature on
organizational communication and international partnerships.

Following Eisenhardt’s (1989) guidelines for building insights from case studies, the re-
search design emphasized purposive sampling, pattern matching across cases, and system-
atic comparison with existing literature to enhance internal validity. The balanced sample of
expatriate and local managers provided multiple perspectives on the same organizational phe-
nomena, enabling cross-verification of findings and reducing potential bias from single cul-
tural viewpoints.

External validity in case study research focuses on analytical rather than statistical gener-
alization (Yin, 2018; Eisenhardt, 1989). The findings contribute to a deeper understanding
of organizational communication aspects rather than offering statistical generalizations about
partnership success rates. However, the insights may prove relevant to other organizations
with similar historical and cultural contexts, particularly in post-Soviet business environ-
ments.

Reliability was addressed through detailed documentation of data collection procedures,
systematic interview protocols, and clear analytical processes. Interview recordings and tran-
scripts provide an audit trail that enables verification of analytical conclusions. Member
checking with selected participants confirmed the accuracy of key findings and interpreta-

tions.

IV Findings

This section presents findings from interviews with four expatriate and four local manag-
ers regarding communication practices at UzAuto and their implications for international
partnership effectiveness. Analysis using Miller’s (2015) framework reveals systematic as-
pects that create predictable challenges in cross-cultural collaborations, while also identifying
factors beyond the original framework that influence communication dynamics.

Communication Aspects Through Miller’s Framework

(1) Communication Content: Task-Oriented Focus

Interview data consistently revealed that UzAuto’s communication emphasizes task-ori-

ented content focused on immediate operational requirements and regulatory compliance.



44

This narrow content focus contrasts sharply with international partners’ expectations for
broader information sharing about business objectives, strategic directions, and performance
metrics.

UZA1 explained how UzAuto’s organizational structure complicated efforts to communi-
cate broader business contexts: “The way the business was structured at UzAuto made it a lit-
tle hard to talk about the things we wanted people to understand. This was especially true in
Uzbekistan, where market influences were shaped by a managed economy.” The content limita-
tions reflected systemic constraints rather than individual communication choices.

UZA2 observed that most leaders focus solely on expecting actions, which can hinder
genuine understanding: “Actions only sustainable if there is commitment. You only get commit-
ment if you have understanding. So, what I see in Uzbek world, particularly with the government,
is that they inform and expect action.”

Local respondents confirmed this pattern from their internal perspective. UZA3 noted :
“Sometimes, when I looked at a local partner company, I noticed they were afraid to share their
knowledge. All they want the employees to do is just work.”

(2) Communication Direction: Hierarchical Information Flows

Respondents consistently described UzAuto’s communication as predominantly top-down
and hierarchical. UZA2 observed: “Much what I saw in local communication was the top-down
and directive. They were not listening, and they were not asking questions.” This unidirectional
flow created systematic disconnects with international partners accustomed to multidirec-
tional communication aspects.

Another respondent, UZA5, described the communication environment: ‘I would say there
is almost no communication at all. Communication is only top-down and comes directly from
supervisors. They don’t even have newsletters or anything similar. Overall, communication is
very poor. Employees don’t know how the business is doing or even about organizational
changes.”

(3) Communication Channel: Formal Written Emphasis

UzAuto’s communication channels reflected strong preferences for formal written docu-
mentation. UZAS8 explained the internal process: “When we receive letters or orders from the
republic-level organizations, chancellery department distributes them to other departments, then
consolidate the answers and send them back to the republic. Sometimes we received letters that
didn’t even relate to our job or company.”

This channel preference created inefficiencies and limited the interactive dialogue that in-
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ternational partners expected. UZA5 noted: “Communication was limited to very formal writ-
ten messages, primarily used to deliver emails or announcements, without any further engage-
ment or dialogue.”

(4) Communication Style: Authoritarian and Formal

Respondents described UzAuto’s communication style as predominantly authoritarian and
formal. UZA1 characterized it: “I think in Uzbekistan it is pretty much authoritarian type of
communications. I used to call it the glass floor. And would see that when they are looked down,
they behave one way and when they look down, they behave another way, and it is not a nice
way. I could see that through in partner companies. Our company was different a little bit but
definitely Uzbek companies were so.”

UZA7 explained the historical roots of this style: “People have never been asked what they
want. And it is unusual for them. It was always command-administrative system, and everything
came from the top.” This authoritarian approach conflicted with international partners’ expec-
tations for collaborative and participatory communication styles.

Factors Beyond Miller’s Framework

Respondents’ answers indicated that understanding cultural and historical factors is essen-
tial for interpreting UzAuto’s communication practices. UZA1 highlighted this importance :
“A big message is - really try to understand the culture of the people you have to manage with
and have to communicate with.” Multiple respondents referenced Soviet-era influences that
continue to shape organizational behavior.

UZA7 explained how historical patterns created barriers to open communication: “Our cul-
ture is not developed for open communications. People are shy of telling their problems.”

Respondents also highlighted a culture of reactive problem-solving, which contributed to
additional challenges in the partnership. UZA2 described frequent last-minute requests :
“When it came to communication, there were many last-minute rvequests. I remember one time
the partner wanted me to present at the Tashkent Auto Show, and they only informed me a few
days before. It was always as if your schedule had to align with theirs. Whatever they wanted at
the last minute, you were expected to do.”

UZAS8 contrasted UzAuto’s reactive approach with international partners’ proactive plan-
ning: “In UzAuto, problems are only addressed once they actually arise, whereas the Japanese try
to anticipate and prevent problems in advance. The Germans do this too, they also try to foresee
issues beforehand, although their approach is still slightly different from the Japanese.”

This reactive pattern extended to decision-making processes. UZAS8 described a visit by
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Uzbek automotive leaders to Germany where cultural differences in decision-making became
apparent: “For example, the last time the leadership of the automotive industry went to Germany,
they thought they would meet with the German leadership and resolve everything on the spot.
Their mindset was: 'Once top management agrees, the team will implement it from the top
down.” But the Germans said, "That’s not how it works here. We can discuss things with you, but
I can’t make any decisions until I receive input from below.” They explained that they need feed-
back from every department - legal, finance, technology - each providing their assessment. In
Uzbekistan, it’s still a top-down system like in the Soviet Union, where decisions flow from the top

to the bottom. But in Germany, it’s bottom-up.”

V Conclusion

This study examined organizational communication aspects at UzAuto and their implica-
tions for international partnership effectiveness through the lens of Miller’s (2015) four-di-
mensional framework. The findings reveal systematic communication characteristics that cre-
ate predictable challenges in cross-cultural collaborations while identifying contextual factors
that extend beyond Miller’s original framework.

The study demonstrates that organizational communication represents a fundamental di-
mension of international partnership effectiveness that requires systematic analysis and stra-
tegic management. Miller’s framework provides valuable analytical structure for examining
communication aspects, but comprehensive understanding requires attention to contextual
factors that influence the persistence and interaction of different communication approaches.

The UzAuto case illustrates how historical legacies continue to shape contemporary organ-
izational behavior in ways that create both opportunities and challenges for international col-
laboration. While classical communication aspects may limit partnership effectiveness, they
also reflect deeply embedded institutional realities that require respectful and patient ap-
proaches to change.

Ultimately, successful international partnerships require not only strategic alignment and
resource compatibility but also communication approaches that enable effective coordination
across cultural and institutional boundaries. Understanding and addressing systematic com-
munication differences represents an essential foundation for sustainable cross-cultural col-

laboration in an increasingly interconnected global economy.
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Limitations and Future Research

Several limitations qualify these findings. The study focuses on a single organization within
a specific cultural and historical context, limiting generalizability to other post-Soviet or
emerging market organizations. The sample size of eight interviews, while sufficient for iden-
tifying systematic aspects through Tracy’s (2020) PIQDA approach, restricts the breadth of
perspectives examined. The research emphasizes communication challenges rather than suc-
cessful adaptation strategies, potentially overlooking positive examples of communication
evolution.

Future research should examine communication adaptation processes in international
partnerships to identify factors that facilitate successful transformation of classical communi-
cation aspects. Comparative studies across multiple post-Soviet organizations could deter-
mine whether UzAuto’s aspects represent broader regional characteristics or organization-
specific features. Longitudinal research could track communication evolution over extended
partnership periods to understand adaptation mechanisms and timelines.

Additional research might explore the effectiveness of specific interventions designed to
bridge classical and constitutive communication approaches in international partnerships.
Studies examining successful communication adaptation cases could provide practical guid-
ance for organizations seeking to enhance cross-cultural collaboration effectiveness while re-

specting cultural and institutional contexts.
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