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In light of the market uncertainty for hospitality and tourism companies caused by COVID-19,

which even led to the legal closure of borders, a study model is proposed. Our model

considers market uncertainty as a moderator of the principles of business management. This

moderator leads to a sustainable competitive advantage through organizational values,

participative leadership, market orientation and innovative intensity. The viability of the

proposed model has been analyzed with a mixed methodology using the Smart-PLS tool, on

the one hand, and two fsQCA-based samples of hospitality and tourism companies located in

Spain and South Korea, on the other hand. The results show the relevance of participative

leadership supported by organizational values in obtaining a sustainable competitive

advantage. This will help the tourism sector to adapt to future health pandemics. Market

uncertainty has not affected participative leadership in achieving this sustainable competitive

advantage.
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Introduction

The COVID-19 pandemic exposed the hospitality and
tourism sector to a series of inconveniences when it came
to being able to correctly carry out its activity, mainly

caused by social distancing and mobility among people (H. Zhang
et al. 2020). Due to that situation, national and international
travel restrictions were observed that caused the early cancellation
of trips due to the fear which occurs in tourists when they think
of infections while carrying out their activities in the destination
and the possible displacements to enjoy their trip properly. So,
these were issues that affected tourism in the first person (Gös-
sling et al. 2020). These restrictions directly and indirectly
affected millions of jobs, since hospitality and tourism is one of
the most labor-intensive sectors of the economy, and the reor-
ientation of business practices is essential for the proper func-
tioning of this sector (Carvache-Franco et al. 2022). In this sense,
COVID-19 led to a disruption in the management of hospitality
and tourism companies (Dolnicar and Zare, 2020), and thus
made this sector one of those that had to adapt most to COVID-
19 (Yeh, 2021), including changes in the leadership style of its
managers.

Therefore, it is necessary to identify the costs that were asso-
ciated with COVID-19, not only economic but also the social
costs of tourism. In this way the sector can work to minimize
future negative effects on hospitality and tourism in the cities and
regions of destination (Qiu et al. 2020), and hence managers can
take into account good business practices and proceed to make
innovations. In order to configure their companies to new health
requirements both internally and externally, these innovations,
within an organization, are essential to adapt it to the needs of the
market, and a participative leadership style is a great catalyst to
promote this (Wan et al. 2005). Thus, the COVID-19 pandemic
crisis may offer an unprecedented and invaluable opportunity to
rethink and restore tourism for the better in the future (Higgins-
Desbiolles, 2020). It is timely to identify best business practices
supported by organizational values and a participative leadership
style to sustainably implement them in future health pandemics.
For, although the hospitality sector has recovered, the COVID-19
crisis continues to have profound impacts on the operation of
hospitality businesses. Hospitality firms are expected to introduce
substantial changes in their operations in the post-COVID-19
business environment, as indicated by the literature referring to
the need to investigate this matter (Gursoy and Chi, 2020). Also,
this adaptation has to be a development issue in the near future
(Huang and Wang, 2023) when managers of hospitality compa-
nies must make various decisions taking into account pandemic
environments, such as COVID-19 (Lai and Cai, 2023), and where
a solid research base should be provided to the literature. To do
so, different countries, innovation (Hassan, 2023), a sustainable
competitive advantage (Zaman et al. 2022), market orientation
(Sampaio and Régio, 2022), and participatory leadership (Ji and
Han, 2021) must be borne in mind.

According to the above, the main objective of the present work
is to determine the source of competitive advantage of tourism
companies in the environment marked by COVID-19, through
market orientation, organizational innovative intensity and par-
ticipative leadership. To this end, the main objective will be
complemented by the following secondary objectives. First, to
establish whether market orientation and organizational innova-
tive intensity mediate between participative leadership and a
sustainable competitive advantage, and to determine their direct
effect. Second, to ascertain whether organizational value con-
struction determines the implementation of participative leader-
ship, and whether environmental uncertainty establishes some
kind of constraint on this relationship. Thirdly, the research takes
place with two samples from different countries, so we will

determine whether there are significant differences, according to
their characteristics, between these two countries in the way of
determining competitive advantage based on the above con-
structs. Finally, the work aims to establish whether the manage-
ment carried out under the parameters of an environment
marked by COVID-19 was a determining factor in the develop-
ment of organizational values and participative leadership in
tourism companies.

Theoretical framework
The specific characteristics of hospitality and tourism emphasize
the rapidly changing environments faced by tourism organiza-
tions, analyzing multiple constructs to find a sustainable com-
petitive advantage (Evans, 2016; Tajeddini et al. 2023). It is
essential to consider the opportunities and threats present in the
hospitality and tourism industry in these environments (Huang
and Wang, 2023; Kekovic and Markovic, 2009; Stoyanova-
Bozhkova et al. 2022) and which shape organizations when dif-
ferent difficulties arise, such as the pandemic we recently
experienced (Kuščer et al. 2022; Seshadri et al. 2023). In this
sense, it is crucial to contribute to the literature and business
management as organizational values and leadership manage-
ment can lead to a competitive advantage that favors hospitality
and tourism companies to configure themselves in the face of
different difficulties, given that their managers must be able to
react quickly to changes in consumer preferences, competitive
strategies, and technological advances to maintain a competitive
position (Hossain et al. 2021). These facts have been presented in
the literature taking into consideration the resilience of the hos-
pitality sector (El-Said et al. 2023; Ntounis et al. 2022) and the
tourism sector in general (Seshadri et al. 2023; Viana-Lora et al.
2023). It is vital to be able to adapt to the multiple changes that
are generated in disruptive situations in both sectors (Huang and
Wang, 2023).

Organizational values. The literature refers to the need for lea-
dership to be based on solid values in the most competitive
sectors, especially in the hospitality industry (Aboobaker, 2022;
Ciulla, 2020). The person-organization fit made by leaders in
rapidly evolving sectors, such as hospitality and tourism in gen-
eral, makes individuals feel respected, satisfied and comfortable
(Choi et al. 2017; Fuller et al. 2003; Tepeci, 2011), and committed
and loyal to the organization (Thai et al. 2023). Theories of lea-
dership refer to the context in which leadership is produced
(Maese et al. 2023), whether personal or organizational, and that
it is these that guide the general action of leaders and managers to
achieve the objectives of the organization, with special emphasis
on sectors where adaptation to change must be particularly fast
and flexible, such as the hospitality and tourism sector (Elkh-
wesky et al. 2022; Klakayan, 2022). Leadership theories refer to
the context in which leadership takes place (Ciulla, 2020),
emphasizing, among other elements, the cultural and organiza-
tional factors of hospitality businesses and tourism in general.
Different types of organizational concepts and values allow dif-
ferent things to be done (Park and Min, 2020). In this context,
studies on transformational leadership have been conducted
which suggest that organizational values can help foster in
employees a deeper understanding of the task and purpose of the
organization. (Graves and Sarkis, 2018). Organizational values
facilitate innovation and the presence of various points of view
(Katsamba, 2023). The presence of organizational values has also
been endorsed in participatory leadership through psychological
attitudes (Qing et al. 2020), increasing the level of satisfaction and
the company’s results in various sectors, especially in the
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hospitality sector due to the constant changes in the environment
(Ishaque et al. 2022).

In this sense, the ability of an organization to survive in
changing conditions, such as those which we recently experi-
enced, depends to a large extent on the strength of its
organizational culture and values. (Chong et al. 2018; Haffar
et al. 2023). Organizational values and leadership can be viewed
as two sides of a coin, in that leadership affects organizational
values, just as organizational values influence leadership (Tohidi
and Jabbari, 2012). Organizational values have been shown to
support the growth of the organization through different
leadership styles (Arghode et al. 2022). But their influence on
the hospitality and tourism sector has not been demonstrated
considering the changes that occurred due to significant
alterations in the environment, such as during the COVID-19
pandemic, we therefore propose the following hypothesis:

H1: Organizational values exert a positive and direct
influence on the development of a participative
leadership style.

Participatory leadership. Participative leadership is defined as a
behavior that refers to a leadership style in which supervisors
encourage their subordinates to assume certain job responsi-
bilities (Newman et al. 2016), and who place full confidence in
decision-making (Qing and JinHua, 2023). So supervisors
encourage team members to express their ideas, to take them into
account even if they do not agree with them and to use their
suggestions to make decisions (Coffeng et al. 2023). In hospitality
and tourism, studies on participative leadership have highlighted
its importance (Ahn and Bessiere, 2022; Elsetouhi et al. 2022).
Several articles state the importance of the leader routinely asking
employees for recommendations on day-to-day work issues
(Krishna Kaiser, 2023), stressing sectors that are very changeable,
such as tourism (Elsetouhi et al. 2022; Huertas-Valdivia et al.
2019), in order to obtain ideas and opinions to integrate their
suggestions into decisions on the operation of the organization
(Rana et al. 2019). The main benefit of this is the high employee
involvement, which leads to high satisfaction, motivation and
empowerment, fostering creativity (N. Iqbal et al. 2015), creativity
and innovation. These should be encouraged in changing envir-
onments such as hospitality and tourism, as they are the ones that
support a greater dynamism with the different macroeconomic
conditions (M. Lee et al. 2023).

This involvement on the part of employees translates into
greater flexibility to adapt to changes in the market (Aitken and
Singh, 2023; Shafiu et al. 2019). For this reason, some authors
have related the participatory leadership variable with market
orientation, finding that they are complementary to help the
company in different activities, such as the launch of a new
product (Calantone et al. 2012) or the development of a new
technology (Santos-Vijande and Álvarez-González, 2007).

On the other hand, we proceed to define the concept of
innovation in tourism as “anything that differs from the norm or
represents a discontinuity from previous practice in some sense
for the innovating company” (Hjalager, 2010), and takes the form
of product/service, process, management, marketing or institu-
tional innovations (Breier et al. 2021). Tourism has some key
characteristics for developing new definitions and other typolo-
gies of innovation. The importance of innovation for tourism is
multidimensional, as is the phenomenon of tourism itself
(Gomezelj, 2016). Hence, the innovative intensity will be the
pace at which these new ideas are implemented to adapt them to
the processes and work management (Henao-García and
Cardona Montoya, 2023; Jatana and Nahar, 2023). This

innovation, within an organization, is essential to adapt to
market needs, a participative leadership style being a great
catalyst to promote innovation in the organization (Wan et al.
2005) and also to help improve the performance of companies in
a sustainable way (Zhu et al. 2005). Therefore, leaders of
organizations with high levels of power distance must pay
attention to the individual differences of members when guiding
them in formulating suggestions, and they must experience in
practice changes in management and innovations in work style
(Qing and JinHua, 2023).

The capacity and intensity of innovation requires a collabora-
tive and open culture, as well as incentives that reward
challenging current actions (Skarzynski and Gibson, 2008). This
collaborative culture can be integrally linked to participatory
leadership (Rumanti et al. 2022), so it will be of interest to
establish the relationship between the two.

Finally, market uncertainty has been used in other research as a
moderating effect, taking into account the moderation of the
leader (Liu et al. 2021) and innovation (O’Connor and Veryzer,
2001), which is characteristic of participative leadership styles as
we have seen above. This concept is of great importance in the
hospitality sector and more specifically in the tourism sector
given the years of uncertainty due to the COVID-19 pandemic
(Liu et al. 2023). and other turbulences that have occurred in the
past within the tourism sector. Therefore, organizations have
included within their structures a series of organizational values
that are based on teams to respond solidly to this uncertainty in
the marketplace (Stephens et al. 2013). In view of the above, we
formulate the following hypotheses:

H2: Participatory leadership positively influences the
organization’s market orientation.

H3: Participatory leadership positively influences the
organization’s innovative intensity.

H4: Participatory leadership positively influences the
organization’s Sustainable Competitive Advantage.

Moderator: Market uncertainty moderates the relationship
between organizational values and participative leadership.

Market orientation to innovation intensity. Market orientation
is defined as the generation and dissemination of organization-
wide information and appropriate responses related to the needs
and preferences of customers and competitors (Kohli and
Jaworski, 1990), and the creation of greater value (Narver and
Slater, 2012). It has also been defined in the tourism and hospi-
tality industry as a continuous and proactive readiness to meet
customer requirements (Altinay, 2010). Hotel managers must
offer innovative services to their customers to gain a competitive
advantage, and this will make it easier for them to orient them-
selves effectively in the marketplace. Market orientation and
innovation have a positive effect on customer loyalty, which in
turn has a positive effect on business performance (Akhvlediani
et al. 2023). According to (Bastic and Leskovar-Spacapan, 2006),
market-oriented organizations focus on:

Sustainably gathering information over time on the issues of
concern to target customers and the potential that competitors
in the industry have or will acquire, in order to use this
information to promote superior value for the target customer.
Organizational leaders agree that what most influences
innovation specifically (in terms of products, and products
and processes) comes from the organization’s ability to satisfy
and be empathetic to its social, business and natural
environment. This reaffirms the conclusion of (Bolwijn and
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Kumpe, 1990) that the innovative organization is a learning
organization by which it creates and internalizes within the
firm itself the knowledge it has acquired from the market
through the interaction and analysis of customers and
competitors.

The ability to introduce new methods, goods or thoughts in a
hotel is characterized by the ability to innovate, in this sense, new
products or services, new development processes, new structures
or business developments can be innovation (Hossain et al. 2021).
In this sense, market orientation in the lodging and tourism
sector may be mediated by factors such as innovation
(Jogaratnam, 2017).

On the other hand, according to Ziedonis (2004) the intensity
of a firm’s innovations is related to the degree of means it
allocates to increase its ability to innovate. The innovation
capacity of the organization can be defined as the overall
innovation capacity of the organization to introduce different
products from the current ones in the market, or to proceed with
the opening of new markets by the organization, combining
strategic orientation with innovative behavior and processes (C.
L. Wang and Ahmed, 2004). The innovative capacity of
organizations strengthens their place in the sector, which
facilitates business development and profit (Benazzouz, 2019;
Isichei et al. 2020).

Linking the two variables, it was observed that consumers in
the tourism sector often adopt behaviors that are triggered by the
circumstances around them. In fact, in recent years it has become
clear that in global markets, especially in the tourism sector,
consumer behavior has been influenced by their own environ-
ment, and the market orientation of the hospitality industry has
become evident in the global market. This led companies in this
sector to establish more restrictive measures in reference to
governmental health requirements, including innovations in
services/products to combat the pandemic, and which produced
unexpectedly good results very quickly (Sharma et al. 2021). In
the study of (Weerawardena, 2003), the lack of support for
market orientation has probably been the main reason why the
managers of these companies are reluctant to take risks. This is,
however, a prerequisite for innovation. Market orientation makes
innovation more successful; i.e., when the use of technology is at
the same level as the marketing, the chances of success with
innovation are greater (Ramírez-Solis et al. 2022). For all these
reasons, we postulate:

H5: Market Orientation provides greater intensity in the
company’s innovation.

Market orientation to sustainable competitive advantage.
Market orientation is defined as the continuous response of
organizational activities to adapt to and satisfy the continuous
requirements of the market in a way that is superior to that of
competitors, as well as being able to anticipate the future direc-
tion of the market, in order to create a competitive advantage that
is sustainable over time (Na et al. 2019). In line with this
approach, in the tourism sector and more specifically in the
hospitality industry, it is important to be customer-oriented and
to know the strengths and weaknesses of the competitors (A.
Herrero et al. 2018). In this sense, market orientation is an
effective management tool to improve the current circumstances
of organizations in various sectors, including the tourism sector
(Kazemian et al. 2021).

The researchers Kuncoro and Suriani (2018) point out that a
sustainable competitive advantage relates to the generation of
value by the firm in order to obtain superior innovation by
implementing its valuation in the industry. The use of the

business capabilities that an organization possesses can be,
according to (Kumar et al. 2011), transformed into a Sustainable
Competitive Advantage, when a company has the information
and uses the information from that market efficiently and
effectively as part of a process. Investigators (Na et al. 2019) have
concluded that the detailed application of market orientation may
be the main reason for creating a competitive advantage that is
sustainable over time and which will bring superior performance
to the organization when supported by the right marketing
actions (Na et al. 2019). As Sampaio and Régio (2022) emphasize,
the importance of using market orientation in hotel firms to
foster the attainment of business advantage and to expand the
knowledge on how to build a market-oriented organization could
be a tool to improve business performance. For all of the above:

H6: Market Orientation provides the greatest potential for
Sustainable Competitive Advantage.

Innovation intensity to sustainable competitive advantage.
Competitive advantage can be conceptualized as a “superior
market position” which results in having a superior value con-
cerning customer perceptions and/or that the organization can
produce at lower costs than the competition, which, when applied
in a marketplace, results in superior dominance over competitors
and therefore translates into higher financial results (Day and
Wensley, 1988; Hunt and Morgan, 1995). The ability to introduce
new methods, goods or thoughts in a hotel is characterized by the
ability to innovate (Dotzel et al. 2013). The study of Weer-
awardena, (2003) confirmed the following relationships. Firstly,
that innovation capacity is one of the constructs that generates
the most significance in competitive advantage in the hospitality
sector. It has been shown that innovation capacity actively
moderates a sustainable competitive advantage (Hossain et al.
2021). Secondly, that among the elements used in the study to
measure entrepreneurial intensity, the need to develop and con-
stantly improve innovation capacity applied to radical changes in
products and processes is important for all organizations. Yet it is
especially necessary for the continuity of organizations (Na et al.
2019), in addition to contributing to an increase in performance,
as the literature has shown a positive and significant relationship
between innovativeness and performance in the hospitality
industry (Palacios-Marqués et al. 2015).

It has also pointed out that, in order to increase the sustainable
competitive advantage, one must actively propose new innovative
product ideas, adapt to market demands that are continuously
changing and evolving, along with carrying out an active
development of new products or services to enhance product
innovation and be seen as unique by the market. Along the same
lines, in a market with a saturated industrial sector, Chinese
family firms seek sustainable competitive advantages by pursuing
technological innovation intensity/fostering (Wei and Chen,
2022) and we have also found that eco-innovation is strongly
considered as one of the ways to generate a sustainable
competitive advantage in industry and in highly changing
environments (Dangelico, 2016; Li et al. 2017). Focusing on the
tourism sector, Hossain et al. (2022) indicate that hotels use
innovation together with strategic flexibility in their functional
processes as a prerequisite to achieve competitive advantage in a
sustainable way. For all the above reasons:

H7: Innovation intensity facilitates the achievement of a
Sustainable Competitive Advantage.

The proposed theoretical model is exhibited in Fig. 1. This
figure includes a total of six research variables.
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Methods
Sample and data collection. The unit of analysis of this study is
the company, and those companies belonging to the tourism
sector constitute the selected population. Specifically, we have
carried out research on two samples corresponding to Korean and
Spanish companies. In order to generalize and extend the results
of the research, the sample has been selected in Spain and Korea
according to the Hofstede Insights tool that measures the cultural
parameters of both countries according to the terms of power
distance, individualism, masculinity, uncertainty avoidance, long
term orientation, and indulgence. (Hofstede, 2011). We believe
that these companies are suitable for testing our model since
tourism companies must develop high capacities to be sensitive to
environmental changes. To ensure the validity and clarity of the
data obtained, the coordinated research team proceeded to ana-
lyze the tourism business fabric of the two countries and thus
determine the companies whose characteristics were in line with
the research objectives. In addition, prior contact was made with
those responsible to explain the objective of the research and the
composition of the questionnaire, with a view to ensuring their
knowledge of the management of organizational values and
participative leadership in the tourism sector. To do so, some
filter questions were included in the questionnaire. This made it
possible to discard some companies that the research team con-
sidered did not meet the appropriate requirements for inclusion
in the research.

The countries selected for the research, Spain and South Korea,
offer a broad view of the international tourism sector, being in
different positions when it comes to the development of their
tourism sector. According to the World Tourism Organization, in
2019, before the COVID-19 pandemic, Spain received more than
83 million international tourists, making it the second most
visited tourist destination in the world, only after France. In
addition, the Spanish tourism sector is one of the largest
contributors to the country’s economy, generating approximately
12% of GDP and employing more than 2.5 million people
(UNWTO, 2021). Spain has a wide range of tourist attractions
that attract visitors from all over the world, such as renowned

beaches, historic and cultural cities, a rich gastronomy, an
architectural heritage, festivals and popular celebrations, as well
as sports and leisure activities. In addition, Spain has positioned
itself as a leader in sustainable and responsible tourism (C. C.
Herrero et al. 2022), promoting the protection of the environ-
ment and the conservation of its cultural and natural heritage.

Following these steps, the Spanish sample has been extracted
from the database of the Andalusian Agency for Foreign
Promotion (EXTENDA), as well as from the Basque Catalog of
Exporters (CIVEX), to ensure the representativeness of the
Spanish sample, thus analyzing companies from the north and
south of the country. The selection was made according to those
companies belonging to the tourism sector and that have their
CENAE (National Classification of Economic Activities) within
this activity. A population of 1595 companies was generated,
which were contacted by means of an online survey addressed to
their managers or CEOs. The mailing took place between
November and December 2021, and a total of 139 valid
questionnaires were obtained. After that, we applied the criteria
described by (Leguina, 2015) to analyze the missing data, so 21
cases were eliminated, resulting in a total of 118 usable cases (a
7.4% response rate). In addition, we considered it appropriate to
carry out a series of t-tests comparing the initial respondents (the
first 15 responses) with the final respondents (the last 15
responses), the existence of no significant differences in terms of
the items that make up the perceived competitive advantage
construct, suggesting that non-response bias is not a serious
concern. Moreover, as (Hiebl and Richter, 2018) point out, these
low response rates are in line with recent research on corporate
governance.

However, both for the Spanish and the Korean samples, we
performed an analysis according to the recommendations of
(Hoyle, 1999), where it is specified that the sample size to achieve
acceptable statistical power levels should be set according to the
effect size ( f2), the power or probability of detecting an effect in
the sample that actually exists in the population, and Alpha, as
the probability of false positives, with a statistical significance
appearing in the sample when they are not actually present. All

Fig. 1 Proposed research model. Description of variables: circle corresponds to "first order", hexagon corresponds to "second order", rectangle
corresponds to "moderator variable".
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this also takes into account the number of predictors, or the
greater number of structural paths directed at a latent dependent
variable, in our case Sustainable Competitive Advantage.

By consulting the tables produced by (Green, 1991) for an
advanced power of 0.8, a medium effect size of (f 2)(0.15) and an
Alpha of 5%, as generally accepted measures (Green, 1991) for
social research, would yield a sample size of 43. We checked this
by entering the data into the program. G*Power is a free software
program used to calculate statistical power, which includes most
statistical tests and is widely used in all types of scientific fields, as
well as in the social sciences (Erdfelder et al. 2009). This sample
size is well below that obtained by us, 128 and 100 respectively, so
we consider it to be an adequate sample size that is representative
of the total population, and whose conclusions can be generalized
with a high level of statistical probability.

In the case of Korea, according to the World Tourism
Organization it received around 17 million tourists in 2019,
which places it 20th on the list of the most visited countries in the
world. South Korea has developed a modern and efficient tourism
infrastructure, with a wide range of hotels, restaurants and tourist
services, as well as a well-developed public transport network,
although its global tourism position lags behind Spain’s. Tourism
contributes 3.2% of its GDP. (UNWTO, 2021).

While South Korea is not yet among the world’s top tourist
destinations, the country has improved its position in the
industry and presents a rich tourism offering centered on its
culture, heritage, technology and gastronomy, with a modern and
efficient tourism infrastructure. In fact, tourism in South Korea
has traditionally focused on its rich culture and heritage, as well
as its gastronomy and technology. (Um and Chung, 2021).

For the Korean sample, the data were obtained from a survey
methodology. The population generated was 1096 companies,
whose CEOs were contacted by means of a major e-mail effort
between October and December 2021, obtaining a total of 126
valid questionnaires, of which, applying the criteria of (Leguina,
2015) for missing data, 26 cases were eliminated. This left a valid
sample of 100 companies (a 9.12% response rate). The percentage
is higher than that of the Spanish sample, and is within the usual
parameters for this type of research (Hiebl and Richter, 2018).
The sample characteristics are exhibited in Table 1.

A non-probabilistic sampling was carried out for convenience.
This type of sampling implies that all the elements of the
population do not have the same probability of being selected,
and it is left to the researcher’s judgment as to why. It is widely
used in the social and business sciences, since the heterogeneity in
terms of the possible characteristics of companies and consumers
makes it necessary to establish research guidelines (Liao et al.
2019). In our case, the convenience of the non-probabilistic
method is based on the need to use certain companies in the
tourism sector which are representative of two nations with a

large geographic extension, in order to keep an adequate
representation of all the areas of the country.

The data table (Table 1) shows the business reality of each of
the countries reflected in the sample. Spain has a much more
mature tourism sector as a world tourism power than Korea and
its companies are more mature than the Korean companies. Yet,
its size and number of employees are smaller. The Korean sample
shows us younger companies but larger, which is also indicative
of their business culture model. Therefore, we consider that the
analysis and reflection of business culture and leadership values
are perfectly represented in the sample for each of the countries
analyzed.

In addition to proposing symmetrical and discrete relation-
ships between variables through PLS-SEM analysis, our research
considers the intrinsic complexity of the management (Douglas
et al. 2020) The amount of uncertainty also caused by COVID-19
made the process dynamic, characterized by choices guided by
interdependent decisions that were neither proportional nor
continuous (Misangyi et al. 2017). We argue that these factors
operate in conjunction with the concept of causal complexity
(Misangyi et al. 2017).

Because of this causal complexity, qualitative comparative
analysis (QCA) provides a tool that aims to support and/or
complement the information obtained at the aggregate level by
adopting symmetrical methods (Rippa et al. 2020). This is
because QCA does not start from the basis of the usual
techniques, which consider the causal conditions to be indepen-
dent variables, with linear and additive effects on the outcome.

Therefore, for our study we performed a fuzzy-set Qualitative
Comparative Analysis (fs/QCA) to evaluate the proposed
approaches. The fs/QCA method has attracted the attention of
researchers in various fields of research and its use has been
growing consistently since 2007 (Roig-Tierno et al. 2017). It is
designed primarily to compare any case of analysis and
subsequently identify any causal relationship between the
conditions adopted and the assumed outcome (Lou et al. 2022).

The analysis consists of creating all the combinations of
conditions and, by applying logical inference, establishing which
constellations of factors imply the expected results (outcome-
sustainable competitive advantage). Therefore, we start by
considering for this methodology all the factors introduced in
the model, including the moderating element of uncertainty, to
observe which are the possible combinations that can lead to the
expected outcome-sustainable competitive advantage (SCAc).
Therefore, two models are considered:

Model I : SCAc ¼ f OVc;PLc;MUc;OIc;MOcð Þ; and
Model II :� SCAc ¼ f OVc;PLc;MUc;OIc;MOcð Þ

Measures and an assessment of the measurement models. The
model analyzed presents five constructs within the structural
plane, according to the typology analyzed by PLS-SEM. The
nature of the relationships between indicators and constructs
establishes the determination of the measurement model, as
indicated in the literature (Henseler, 2017). Independently of the
research, we assume that the theoretical constructs of interest
exist in nature conceived as ontological entities and formed by
behavioral factors which are usually latent variables. These con-
structs are common in the behavioral sciences, examples being
personality traits or attitudes (Henseler et al. 2017b). This analysis
conceptualizes the Organizational Values (OV) construct as a
theoretical thinking construct and is considered to be theoreti-
cally justified if we follow a constructivist approach to systema-
tics. (Tan, 2019)

Table 1 Sample demographics.

Time since the creation of the company South Korea Spain

0–2 years 7.0% 3.1%
More than 2 years up to 5 years 15.0% 2.3%
More than 5 years to 10 years 15.0% 10.9%
More than 10 years 63.0% 83.6%
Current number of employees
Between 0 and 20 employees 18.0% 71.9%
Between 21 and 50 employees 9.0% 18.0%
Between 51 and 100 employees 4.0% 3.1%
Between 101 and 150 employees 10.0% 3.1%
More than 150 employees 59.0% 0.8%
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In view of the above, these types of constructs are considered a
mix of elements (Henseler, 2015). In our case, a powerful concept,
such as organizational values, can be applied to modeling. Thus,
design constructs (artifacts) are modeled as composite and
behavioral constructs are modeled as reflective (Dijkstra and
Henseler, 2015). In our case, the variable OV being made up of
more fundamental elements, such as dimensions or facts, we
express it as a composite variable. This composite, according to
the scale used of (Tamayo et al. 2000) has eight first-order
constructs, namely realization (RE), compliance (COM), domain
(DOM), employee welfare (EW), tradition (TR), prestige (PR),
autonomy (AUT) and concern collective (CORNCOL). Given
this approach, our OV element is represented by a linear
combination of its indicators (Henseler et al. 2016), so that
eliminating some of them may alter the meaning of the
compound (Dijkstra and Henseler, 2015). This is due to these
indicators showing different parts, in the same way that indicators
and dimensions present high correlations between each other,
even if these are unnecessary (Henseler, 2017). Finally, the data
used an original 7-point Likert scale where 1 is strongly disagree
and 7 is strongly agree. The detailed scales of the model can be
found in Annex 1.

Results
Assessment of global model fit. According to (Henseler et al.
2016), it is necessary to go to the global fit of the model as a first
step for its evaluation. We therefore begin to analyze the esti-
mated model, where we include the Uncertainty (UNC) variable
to test the moderation analysis (Roldan and Cepeda, 2017) and
therefore the influence that it may have had on the Participatory
Leadership (PL) variable, since the research was conducted
throughout the economic uncertainty process generated by
COVID-19. We use ADANCO 2.3 (Henseler and Dijkstra, 2015)
to estimate several bootstrap-based tests of model fit: the stan-
dardized root mean square residual (SRMR), the unweighted least
squares discrepancy (dULS), and the geodesic discrepancy (dG).
If any of these tests exceed the bootstrap-based 95% (HI95) and

99% percentile (HI99) percentages, the model is unlikely to be
true (Henseler and Dijkstra, 2015). The model presents all three
tests of fit below HI99, so it is accepted (Henseler et al. 2016).

Measurement model. Fit tests for the saturated model are the
starting point for evaluating measurement models (Schuberth
et al. 2018). We tested the external validity of the compounds by a
confirmatory compound analysis (Henseler et al. 2017a). Our
model also presents composite constructs in a reflective manner,
so that, following (Hair et al. 2021), we performed an analysis for
both types of composites. We carried out this analysis for the
second-order and first-order constructs. For both levels, the three
tests do not exceed the 99% percentile (HI99 – Table 2). The
composite model is supported by this confirmatory analysis and
we therefore determine that rather than as individual manifest
variables, the compounds act within a nomological network
(Schuberth et al. 2018).

(Henseler, 2017) indicates that high correlations between
composite indicators are normal, as is the case in our study,
due to constructs as artifacts (design constructs). Therefore, and
following (Rigdon, 2016), we set the estimation method to Mode
A. That done, we can apply the usual reliability and internal
consistency validity measures (Hair et al. 2017). We consider the
individual reliability of the items to be satisfactory, since for both
samples, the loadings are higher than 0.7.

The relative information of each indicator and dimension in
the composition of its composite is provided by these weights.
The reliability of the constructs is proven, since they all reach 0.7
(Table 3). (Hair et al. 2017). We used the average variance
extracted (AVE) to evaluate convergent validity, observing that all
the items exceeded the level of 0.5. Cronbach’s alpha, being above
0.7, is also considered adequate. (Sarstedt et al. 2017).

To test discriminant validity more strictly, we apply the HTMT
criterion (Henseler et al. 2016), observing that all the constructs
satisfy it (Table 4).

Structural model. The explained variance (R2) of the endogenous
variables is shown in Tables 5 and 6 for the endogenous variables,
as well as the direct effects. The confidence intervals and t-values
are provided by boostrapping 5000 subsamples as well as having
f 2 values representative of the effect size.

Based on the results of the Korean sample, the hypotheses that
lead directly to the dependent variable SCA are supported by one
of them, the one concerning OI. Regarding PL and MO, they are
not significant. PL also has an extremely low effect size, far from
the minimum of 0.02 recommended. OI has a large effect size
(f 2 > 0.35) according to standard criteria (Roldan and Cepeda,
2017). The level of variance explained R2 is very high, reaching
0.713. The R2 value depends on the complexity of the
phenomenon and the model. Our results therefore provide for
the Korean sample a very considerable value in this type of
research (Hair et al. 2011). The value is also representative since
our model has few exogenous constructs, which, with a high value

Table 2 Model fit tests.

Spain Korea

Value HI95 HI99 Value HI95 HI99

Second-Stage Model (Second-Order Constructs): Estimated and
Saturated Models
SRMR 0.0502 0.0478 0.0513 0.0658 0.0563 0.0743
d_ULS 0.1392 0.1353 0.1429 0.1634 0.1295 0.1794
d_G 0.1373 0.1474 0.1490 0.1532 0.1874 0.1945
First-Stage Model (First-Order Constructs): Saturated Model
SRMR 0.0524 0.0487 0.0529 0.0456 0.0485 0.0498
d_ULS 0.4595 0.3472 0.7843 0.4956 0.3783 0.6944
d_G 0.4783 0.1895 0.4873 0.3745 0.2939 0.4687

Table 3 Evaluation of the measurement model.

Cronbach´s Alpha rho_A Composite
reliability

AVE

Spain Korea Spain Korea Spain Korea Spain Korea

Organizational Innovation Intensity 0.945 0.985 0.946 0.986 0.950 0.986 0.756 0.734
Participatory Leadership 0.928 0.873 0.932 0.876 0.954 0.922 0.874 0.797
Market Orientation 0.871 0.913 0.880 0.925 0.906 0.935 0.659 0.742
Organizational Values 0.926 0.962 0.951 0.971 0.929 0.965 0.620 0.754
Sustaned Competitive Advantage 0.831 0.919 0.848 0.943 0.885 0.935 0.659 0.705
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of R2, makes the model parsimonious. The hypotheses related to
OI are both supported (H5 and H3), corresponding to MO and
LP. In addition, LP has a high effect size with a high t-value, while
MO has a medium effect size. Regarding LP and OV, they are also
significant concerning MO and LP, respectively. The value of the
explained variance of the PL construct reaches 0.677. In our

model, we further test the moderating effect of environmental
uncertainty, caused in both samples by the situation brought
about by COVID-19 that the companies had to face. However, for
Korean companies, the uncertainty caused by the market
situation has not influenced the construction of participative
leadership in their companies.

Table 4 Discriminant validity.

Organizational
Innovation
Intensity

Participatory
Leadership

Market
Orientation

Organizational
Values

Sustaned
Competitive
Advantage

Spain Korea Spain Korea Spain Korea Spain Korea Spain Korea

Organizational Innovation Intensity
Participatory Leadership 0.537 0.725
Market Orientation 0.499 0.727 0.418 0.648
Organizational Values 0.663 0.642 0.716 0.816 0.693 0.820
Sustaned Competitive Advantage 0.765 0.834 0.476 0.747 0.624 0.718 0.624 0.810

HTMT criterion.

Table 5 Effect of endogenous variables on the Korean sample.

Direct Effect t-valor p-valor Confidence Interval Explained Variance f2

Sustained Competitive Advantage
R2= 0.713
H4 PL→ SCA 0.032 0.280 0.779 [−0.182; 0.275] Not supported 2.31% 0.001
H6 MO→ SCA 0.174 1.578 0.115 [−0.026; 0.402] Not supported 11.05% 0.055
H7 OI→ SCA 0.691 5.362 0.000 [0.410; 0.913] Supported 57.95% 0.391

Organizational Innovation Intensiy
R2= 0.768
H5 MO→OI 0.307 4.702 0.000 [0.185; 0.436] Supported 21.15% 0.265
H3 PL→OI 0.661 10.854 0.000 [0.532; 0.770] Supported 55.68% 1.233

Market Orientation
R2= 0.351
H2 PL→MO 0.598 8.513 0.000 [0.329; 0.756] Supported 35.10% 0.557

Participatory Leadership
R2= 0.677
H1 OV→ PL 0.682 10.002 0.000 [0.542; 0.805] Supported 67.70% 1.189

Uncertainty about Participatory Leadership
Moderation effect
Moderation UNC→ PL 0.042 0.591 0.555 [−0.197; 0.077] Not Supported 0.006

Table 6 Effect of endogenous variables on the Spanish sample.

Direct Effect t-valor p-valor Confidence Interval Explained Variance f2

Sustained Competitive Advantage
R2= 0.551
H4 PL→ SCA 0.052 0.641 0.522 [−0.106; 0.211] Not supported 2.27% 0.004
H6 MO→ SCA 0.260 2.560 0.011 [0.063; 0.453] Supported 13.80% 0.117
H7 OI→ SCA 0.563 8.474 0.000 [0.438; 0.695] Supported 39.10% 0.481

Organizational Innovation Intensiy
R2= 0.326
H5 MO→OI 0.310 3.573 0.000 [0.134; 0.476] Supported 13.26% 0.124
H3 PL→OI 0.385 4.424 0.000 [0.210; 0.549] Supported 19.40% 0.191

Market Orientation
R2= 0.143
H2 PL→MO 0.388 2.610 0.009 [0.097; 0.655] Supported 14.30% 0.177

Participatory Leadership
R2= 0.540
H1 OV→ PL 0.729 8.234 0.000 [0.518; 0.856] Supported 54.00% 1.072

Uncertainty about Participatory Leadership
Moderation effect
Moderation UNC→ PL −0.044 0.467 0.640 [−0.222; 0.181] Not Supported 0.005
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With respect to the Spanish sample, the results obtained are
similar, although they have certain differences. The hypotheses
concerning ACS are supported for two of the three aspects,
specifically those referring to OI and MO. The latter also
represents a difference with respect to the Korean sample, since it
was not supported. However, it has a very low effect size (0.055).
OI presents a high t-value (8.474), more than in the Korean
sample, although in the case of the Spanish sample the variance
explained is, at 0.551, lower. Something similar occurs with the
hypotheses referring to OI. The explained variance of this
construct is much lower (0.326) than in the Korean sample
(0.768), although in this case the two hypotheses are also
supported (H5 and H3).

The hypotheses concerning MO and PL are also supported.
The explanation of MO offered by the Spanish sample
(R2= 0.143) is well below that of the Korean sample (0.351),
although the results for PL are similar. As before, both hypotheses
are supported. Likewise, the effect of market uncertainty is not
significant, so Spanish companies did not change their partici-
pative leadership principles in the complex environment of
COVID-19. See Table 7.

Our work also contemplates the analysis of indirect effects in
order to analyze the complexity of the interrelation of the
variables. Of the paths that lead to competitive advantage, only
one in the two samples is sustained, and that is the one which
goes from OV-PL-OI-SCA, i.e., leaving out market orientation
(MO). However, market orientation does appear in the spillovers
from all the constructs, namely the OV-PL-MO-OI-SCA path.
Although it is true that it shows a low significance (t-value 2.899),
the fact is that being significant establishes differences in the
strategic treatment of both samples. It should be noted that all the
total indirect effects, as well as all the total effects (except those
determined by mediation) are significant.

Fs/QCA method. Our research takes into account the complexity
that exists in reality, where the interactions between the behavior
of the companies do not respond in a symmetrical and linear way
to what is offered in the results, although these are very close to
the models of real behavior. The statistical information focuses on
the identification of the net effect of each independent variable on

the dependent variable (Rihoux et al. 2021), while the develop-
ment of asymmetric methods such as fs/QCA can bring to light
combinations between the different variables not contemplated in
a discrete way in quantitative models (Fernández-Esquinas et al.
2021). Therefore, our research develops a PLS-SEM and fs/QCA
multi-method to improve the competitive position of hospitality
and tourism companies by offering them different possible
solutions.

To run the fs/QCA the data must be converted from the
original 7-point Likert scale into a data set suitable for calibration.
The conversion process included the following: (1) calculating the
mean of each construct, based on the responses of the analyzed
companies and the corresponding factor loadings; (2) calibrating
the resulting data based on the percentile of the mean score for
each construct (Ragin et al. 2008). The cut-off thresholds that
establish the level of membership and the type of function used
for calibration determine the calibration results. A detailed
evaluation of the data establishes our choice of cut-off points at
the 10th, 50th and 90th percentiles, according to (Kraus et al.
2018). Table 8 shows the descriptive statistics of the result.

Next, in Table 9, we analyze the necessary conditions regarding
the presence and denial of SCAc. According to (Schneider, 2018),
the necessary conditions that the QCA analysis establishes should
be analyzed through the view of empirical consistency, empirical
relevance and conceptual significance. The Korean sample has as
necessary conditions OVc and MOc (Consistency >0.9; Coverage
>0.8) for the presence of SCAc, while the Spanish sample offers as
necessary conditions OVc, PLc and MOc (Consistency >0.9;
Coverage >0.8) (Guerola-Navarro et al. 2021).

Tables 10 and 11 below show the possible combinations of
conditions and results, known as truth tables. In order to establish
the combination of conditions that can have a significant influence
on the expected result, we consider two important parameters, the
thresholds or limits of frequency and consistency (Schneider and
Wagemann, 2010). The choice of cut-off points for consistency is
made in accordance with the indications of (Ragin, 2006;
Schneider and Wagemann, 2010). However, we use the indications
provided in the work of (Greckhamer et al. 2013) to select the
frequency cut-off thresholds. In the last step of the fs/QCA
procedure, we logically minimize the number of combinations,

Table 7 Analysis of indirect effects.

Original simple t-valor Confidence Interval p-valor

Spain Korea Spain Korea Spain Korea Spain Korea

OV-PL-OI 0.281 0.450 3.600 7.146 (0.128–0.433) Supported (0.329–0.577) Supported 0.000 0.000
OV-PL-MO-OI 0.088 0.125 1.872 3.598 (0.016–0.192) Not supported (0.329–0.577) Supported 0.061 0.000
OV-PL-MO 0.283 0.408 2.174 5.584 (0.055–0.539) Supported (0.329–0.577) Supported 0.030 0.000
OV-PL-OI-SCA 0.158 0.311 3.002 4.388 (0.066–0.270) Supported (0.178–0.458) Supported 0.003 0.000
OV-PL-MO-OI-SCA 0049 0.086 1.864 2.899 (0.009–0.110) Not supported (0.038–0.156) Supported 0.062 0.004
OV-PL-SCA 0.038 0.022 0.648 0.278 (−0.077–0.153) Not supported (−0.126–0.185) Not supported 0.517 0.781
OV-PL-MO-SCA 0.074 0.071 1.671 1.374 (0.010–0.174) Not supported (−0.010–0.188) Not supported 0.095 0.170

Table 8 Descriptive statistics.

Korea Spain

Mean Standard Desviation Mean Standard Desviation

Ovc Organizational Values 0.6980 0.2274 0.8094 0.1130
PLc Participatory Leadership 0.6167 0.3102 0.8684 0.1721
MUc Market Uncertainty 0.4915 0.3192 0.6468 0.2720
OIc Organizational Innovation Intensity 0.5709 0.3098 0.6850 0.2147
MOc Market Orientation 0.7636 0.2397 0.8690 0.1520
SCAc Sustaned Competitive Advantage 0.6639 0.2708 0.7321 0.2183
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each of which leads to the result independently of the others
(Fiss, 2011).

The solutions in the Spanish sample show a high level of
general consistency (Spanish 0.8816), which is within the
parameters required by this type of research to support the
result (Han and Zhang, 2021). The individual solutions are also
all above 0.9 for consistency (Ault and Spicer, 2020). Table 12 and

Table 13 show the truth tables for the sample of Korea, where, as
in the previous case, they present a high level of consistency and
are within the parameters delimited by the literature (Fiss, 2011).

Discussion, implications, and conclusions
Discussion. In general, we can establish that the hypotheses put
forward are accepted with a high level of significance, achieving
the main research objective of determining the source of

Table 9 Necessary conditions.

Korean Sample

Outcome variable: SCAc Outcome variable: ~SCAc

Sustainable Competitive Advantage (SCAc) Negation of Sustainable Competitive Advantage (~SCAc)

Conditions tested Consistency Coverage Conditions tested Consistency Coverage

Ovc 0.9377 0.8917 Ovc 0.7688 0.3702
~Ovc 0.3385 0.7427 ~Ovc 0.7756 0.8632
PLc 0.8463 0.9111 PLc 0.6123 0.3337
~PLc 0.3810 0.6600 ~PLc 0.8369 0.7338
MUc 0.6698 0.9047 MUc 0.5843 0.3995
~MUc 0.5555 0.7252 ~MUc 0.8607 0.5689
OIc 0.8356 0.9717 OIc 0.5575 0.3282
~OIc 0.4223 0.6534 ~OIc 0.4840 0.7457
MOc 0.9579 0.8328 MOc 0.8173 0.3597
~MOc 0.2635 0.7402 ~MOc 0.6203 0.8819

Spanish Sample

Outcome variable: SCAc Outcome variable: ~SCAc

Sustainable Competitive Advantage (SCAc) Negation of Sustainable Competitive Advantage (~SCAc)

Conditions tested Consistency Coverage Conditions tested Consistency Coverage

Ovc 0.9593 0.8676 Ovc 0.9411 0.3114
~Ovc 0.2386 0.9172 ~Ovc 0.6001 0.8438
PLc 0.9721 0.8194 PLc 0.9231 0.2847
~PLc 0.1515 0.8434 ~PLc 0.4147 0.8447
MUc 0.7438 0.8418 MUc 0.9022 0.3736
~MUc 0.4465 0.9258 ~MUc 0.6181 0.4689
OIc 0.8586 0.9177 OIc 0.8459 0.3308
~OIc 0.3738 0.8689 ~OIc 0.7896 0.6715
MOc 0.9855 0.8302 MOc 0.9104 0.2806
~MOc 0.1460 0.8168 ~MOc 0.4492 0.9190

Table 10 Spanish sample truth table, SCA.

Solutions SCAc Spain
Sample

1 2 3 4 5

OVc ● ● ○
PLc ● ○ ● ● ○
MUc ● ●

OIc ○ ● ● ○
MOc ○

Consistency 0.8956 0.9035 0.9648 0.9491 0.9436
Raw coverage 0.9333 0.1343 0.4199 0.6591 0.0930
Unique coverage 0.1467 0.0078 0 0.0009 0.0002
Overall solution
consistency

0.8816

Overall solution
coverage

0.9430

Table 11 Spanish sample truth table, ~SCA.

Solutions ~SCAc Spain Sample 1 2 3 4

OVc ● ●

PLc ○ ○ ● ●
MUc ● ○ ● ○
OIc ●

MOc ●

Consistency 0.9800 0.9332 0.9543 0.9420
Raw coverage 0.2641 0.3182 0.3770 0.3293
Unique coverage 0.0142 0.0702 0.0626 0.0129
Overall solution consistency 0.9172
Overall solution coverage 0.4941
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competitive advantage of tourism companies in an environment
marked by COVID-19, through market orientation, organiza-
tional innovative intensity and participative leadership. For this
purpose, we analyzed the results in two international samples of
hospitality and tourism companies, one in South Korea and the
other in Spain, their being at different stages in the development
of their tourism industry, as well as having important cultural
differences. We established similarities and differences in order to
determine strategies to be followed in the future, and which can
be applied in other environments according to the cultural

environment and the special characteristics of their tourism
sectors.

With respect to the first secondary research objective, to
establish whether market orientation and organizational innova-
tive intensity mediate between participative leadership and a
sustainable competitive advantage, and to determine their direct
effect, according to the symmetrical analysis performed, through
PLS, of the constructs that had a direct impact on SCA, MO and
OI are significant for the Spanish sample. For the Korean sample,
only MO was found to be significant. The presence and
importance of MO in different international settings is a common
fact in recent global research, and coincides with results in
countries such as Iran, India, China (Kazemian et al. 2021),
Ethiopia (Oduro and Haylemariam, 2019), Mexico (Solano
Acosta et al. 2018) and Germany (Busse et al. 2020). In other
words, it is a construct that at a global level, and in an
intersectoral manner, has a powerful influence on competitive
advantage. In our case, it also becomes a tool for the projection of
participative leadership and innovation, acting in the case of the
Spanish sample as a direct and indirect element, and in the
Korean sample indirectly. This reaffirms here the combinatorial
effect of market orientation in the tourism sector, as occurs in
recent research (Tsetse et al. 2021), as well as the importance of
MO in the most developed tourism sectors. Other studies also
corroborate the MO mediating role. (Kazemian et al. 2021),
emphasizing the need to analyze in tourism sector the role of this
variable in its relationship with the others, highlighting its
importance as a contribution to future research.

Related to the above, IO also appears to be significant in both
samples. Studies such as that of (Kaya et al. 2020) fully coincide in
the reaffirmation of innovation as a fundamental element in
performance analyzed both symmetrically (PLS-SEM) and
asymmetrically (fs/QCA). Moreover, this construct provides an
enormous explanation for competitive advantage in the tourism
sector (variance explained): in the case of the Spanish sample,
39.10%, and in the case of the Korean sample, 57.95%. The high
latter percentage could be explained by the level of technology of
Korean companies compared to the rest of the world (J. Lee et al.
2021). Its application in the tourism sector can be an important

Table 12 Truth table Korean sample, SCA.

Solutions SCAc Korean Sample 1 2 3 4 5 6 7 8

OVc ○

PLc ○ ○

MUc ○ ○

OIc ○ ○ ○

MOc

Consistency 0.9774 0.9484 0.9154 0.9482 0.9842 0.9060 0.9760 0.9808
Raw coverage 0.4431 0.8112 0.1843 0.2318 0.6012 0.1888 0.6499 0.8159
Unique coverage 0.0043 0.0023 0.0016 0 0.0051 0.0189 0.0010 0.0061
Overall solution consistency 0.9243
Overall solution coverage 0.9055

Table 13 Truth table Korean sample, ~SCA.

Solutions ~SCAc
Korean Sample

1 2 3 4 5

OVc ●

PLc ●

MUc ○ ○

OIc ●

MOc ● ●

Consistency 0.9230 0.9467 0.9329 0.9420 0.9246
Raw coverage 0.5712 0.5028 0.5510 0.4549 0.3323
Unique coverage 0.0276 0.0098 0.0898 0.0232 0.0101
Overall solution
consistency

0.8632

Overall solution
coverage

0.7890
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source of competitive advantage, allowing the development of the
tourism industry through the new innovations that the
technological market can offer. In fact, the objective of this
research is in line with recent literature reviews on tourism
innovation (Cao et al. 2022), where reference is made to the
importance of the analysis of this variable within the tourism
sector in fields such as eco-innovations (Firman et al. 2022), or
special tourist experiences (Elshaer and Marzouk, 2022), The
results coincide with the present analysis with respect to the
importance for differentiation and the establishment of compe-
titive advantage.

Also, in relation to the first secondary objective of the
investigation, and with respect to the connection between PL
and SCA, in both samples this is not significant. This result
conflicts with analyses performed so far (Ardiansah et al. 2022;
Nguyen and Yeh, 2022). Although this is a construct that is
normally associated with employee satisfaction, it is not so here
(Ali Larik and Karim Lashari, 2022), but rather directs business
performance through organizational values (Schabracq, 2006). In
our case, the hospitality and tourism companies analyzed in both
samples develop a well-known participative leadership process,
according to the results, except that its reflection in competitive
advantage occurs through a combination with other values, such
as innovation or market orientation. In fact, the influence of PL
on innovation does have significant academic support (S. Iqbal
et al. 2021; Muita, 2021), which is reflected in the international
tourism sector in our work, despite the complex environmental
conditions caused by COVID-19. The same is true for the
significance of the relationship between PL and MO, in line with
recent studies (Dahleez and Abdelmuniem Abdelfattah, 2021),
The results of this study show the fundamental importance in the
tourism sector of the use of participatory leadership as a
transforming variable. In other words, in the circumstances of a
very conflictive and novel environment, such as the one analyzed
in this research, participatory leadership becomes a tool to
activate other factors within the tourism company, as recent
studies have affirmed (Elsetouhi et al. 2022; Nqumba and
Scheepers, 2023).

Analyzing the relationship between organizational values and
participative leadership as the third secondary objective of this
research, we found a strong relationship between the two samples,
being stronger in the case of Korea (variance explained 67.70%)
than in Spain (variance explained 54%). The fact of the strength
of the relationship has been analyzed in recent studies in the
tourism sector as well (Idris et al. 2022). The results of the present
work, relating both variables and subsequently as a precursor
element of competitive advantage, fill an important gap in the
research on the future of both variables in the new post-COVID-
19 environment. This was recently analyzed in the work by Wang
et al. (2022), which indicates the need to address work that relates
the two variables at the level of the company and organizational
and management strategies.

The application of the mixed symmetrical and non-
symmetrical methodology provides an adequate response to the
third secondary objective of the research since it offers a better
view of the combinations of factors that lead to the same result. In
fact, the fs/QCA analysis shows interesting results. We must bear
in mind that we are dealing with two different business realities,
united by the same sector. Spain is a world tourism power,
consolidated in the market, whose position as a traveller receiver
ranges from first to third place annually. South Korea is a country
whose tourism sector is trying to consolidate itself, with a
different offer to that of Spain, but with great possibilities and a
pioneering technological capacity worldwide. Therefore, both
samples offer results that we could call synergistic when it comes
to developing strategies in the two business realities.

The two samples coincide in showing organizational values and
market orientation as necessary conditions. In the case of the
Spanish company, participatory leadership is also added. We as
well highlight the importance of organizational values and
leadership management in our model, subsequently reflected in
the behavior of both business models, despite the different
business structures in terms of size and innovative intensity in the
tourism sector. This situation balances the possibilities between
the two countries, since, although the export of the Spanish model
as a tourism powerhouse is desirable for other countries, it is
often criticized for its lack of innovation and technological
implementation.

Between both countries, we found similarities in the presence
of Market Orientation (MOc), which expresses the conviction of
customer-oriented strategies in the two countries, and therefore
their necessity in this sector. In addition, we find in both sample
solutions that combine the presence of almost all the factors. In
the Spanish case, the one offered by PLc*MUc*OIc*MOc, or in
the Korean sample the one determined by OVc*PLc*MUc*OIc.
Moreover, in the case of market uncertainty, whose presence in
PLS research is shown to be non-significant, it appears in the
background combination as present and absent. In view of the
above, we could respond that the differences between the two
countries are centered on the fact that, in the case of a less
developed tourism sector such as the Korean one, the level of
solutions through the combination of variables to achieve
competitive advantage is greater (eight solutions offered com-
pared to five), as well as presenting more factors as necessary to
achieve this. The Spanish model is more based, possibly due to
the maturity of its market, on elements associated with market
orientation, which allows it to manage a more stable and higher
demand.

Regarding the last secondary objective of this research, the
influence of market uncertainty, caused by COVID-19, on
participative leadership through organizational values presents a
non-significant result in this research, even though is a construct
that is still under analysis in the literature. However, the first
results that have been obtained are scattered (Gkinopoulos et al.
2021), depending very much on the type of company and the
sector (Kaabomeir et al. 2021). Our research here makes an
important contribution to the literature as it shows that
hospitality and tourism companies, even in very different
business environments, have remained faithful to their principles
of participative leadership despite environmental hostility,
allowing them to obtain significant results in terms of competitive
advantage. Moreover, the fact of being tested in two different
samples, strengthens the importance of the management of
organizational values reflected in participative leadership, which
is H1 (significant) in both samples. Despite the important
contribution of the present work regarding the influence of
market uncertainty, a recent work recommends caution in this
regard (W. Zhang et al. 2022), as the consequences of the effects
of the pandemic are still being assimilated, in order to project
them into the future and respond in a more adequate manner in
the tourism sector.

Conclusions. In times of economic uncertainty, hospitality and
tourism companies find strong support for obtaining a sustain-
able competitive advantage by developing a participatory lea-
dership model through organizational values that enhance market
orientation. The management models of international hospitality
and tourism companies, whether in labor-intensive world powers
such as Spain, or technology- and innovation-intensive ones such
as South Korea, have a strong dependence on a market-oriented
strategy for success.
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With respect to market uncertainty, our research determines
from the symmetric analysis that this has not influenced the
development of participative leadership in either country.
However, the flexibility of the methodology used allows us to
conclude that in the event of it in fact having an influence, or its
presence having been more decisive in the decision-making
processes of the companies, there are strategic alternatives to
overcome it. These alternatives are based above all on market
orientation and the deposit of organizational values reflected in
participative leadership.

Implication for business management. Our work determines
common factors and strategies that can be developed in tourism
sectors of different countries, establishing which are the deter-
mining factors at the time of their development. Market Orien-
tation is presented as a key element in the success of hospitality
and tourism companies which adequately develop their organi-
zational values and participatory leadership. Also, the research
indicates that the management of market uncertainty, caused in
this case by COVID-19, did not affect the management of par-
ticipatory leadership by the company, and in any event, its pre-
sence can be managed through the empowerment of other factors
present in the company. This fact can be applied to future
situations involving pressure on companies.

One of these factors is Organizational Innovative Intensity, and
its strong weight in the development of competitive advantage.
The international tourism sector, in spite of cultural and business
development differences, as well as its traditional consideration of
labor intensity, needs innovation to gain competitive advantage,
so companies should pay special attention to the implementation
of new technologies, both in terms of capacity building and
customer service.

Considering the preceding elements of the research, and
determining factors in the management of tourism businesses, we
conclude that, for both environments analyzed, i.e., a leading
tourism sector at a world level and another in the process of
advanced development, the leadership model is determined by
organizational values. Managers should consider, with respect to
the decision-making model in tourism environments, that it is the
company’s values that will mark the steps in the process to be
followed. Whatever the environment, even with a powerful charge
of novelty and uncertainty such as that provoked by the COVID-
19 pandemic, it is shown that the company’s renunciation of
organizational values for a supposed reorganization of elements
to face uncertainty can be a strategic error with complex
consequences for tourism companies.

Organizational values are also more decisive in less developed
tourism sectors, where the company cannot yet rely on other
resources and capabilities to achieve a competitive advantage.
Therefore, managers must evaluate the organizational values
model taking into account the response and solutions that they
can offer, considering also the situation of the sector at that time.

However, regardless of the state of the industry, the company
must be aware that the development of the participative
leadership model is not enough, despite the strength of its values,
to attain a competitive advantage. Once the values have been set,
and the participative leadership model has been developed,
managers must channel this process toward concrete market-
oriented strategies or innovative processes or products to
convince the target public and maintain the advantage over
competitors.

The reality of the hotel sector implies a maximum level of
innovation, accompanied by an optimal and constant evaluation
of the changes that occur in the market in order to find possible
sustainable advantages, in addition to a regular study of consumer

perceptions of the service, and here the characteristics of market
orientation are erected as a key tool to achieve these challenges
(Sampaio and Régio, 2022).

Academic implications. This paper provides important academic
implications for further research for several reasons. First, it
represents one of the first works to determine the importance of
Participative Leadership and its role in a new environment caused
by the pandemic, or in future highly complex environments, as
well as to ascertain how it can regulate the negative effects caused
in organizations by a new reality. Until now, the analysis and
development of leadership theories have not had such a high level
of evidence, so the present research provides novel results that
may be incorporated in the future in the development of new
theories on participatory leadership.

Secondly, the research determines the role of organizational
values in the survival capacity of tourism organizations in the face
of the complicated challenge to which the environment subjected
them, establishing the basis of this double currency where values
affect leadership and leadership affects values. This is a relation-
ship that in the future could be analyzed from a broader
perspective in order to better understand their influence. The
choice of a sample of two culturally different countries has made
it possible, from the point of view of future research, to better
understand how these values will affect, according to their
different levels of rootedness and development, the construction
of different leadership models that will determine the competitive
advantage of tourism companies.

Derived from the above, and thirdly, the present analysis will
allow future tourism studies to better analyze the introduction of
the variables Market Orientation and Organizational Innovative
Intensity in the management of tourism companies, since it is
proven that their role in competitive advantage is regulated by the
characteristics of the country in which it is carried out. Until now,
the results of the intervention of the two variables had been
considered mostly applicable in all business environments. The
present work advances in the construction of this theory,
determining that in future research the intervention of one or
the other variable may be conditioned by the values associated
with the modes of leadership of tourism companies according to
each environment. In the specific case of Organizational
Innovative Intensity, the research shows its importance for the
construction of future models of tourism management, since it
has an important weight with respect to obtaining a competitive
advantage.

Fourthly, within the different investigations that have taken
into account the market uncertainty factor referring to the
environment marked by COVID-19, the present work presents an
important contribution, by affirming that, at the company level in
the process of developing the leadership model, the enormous
uncertainty and novelty generated by the pandemic did not have
any influence, and the organizational values remained firm. This
fact has important consequences in the future development of
academic models, which will have to continue to verify whether
this influence does not indeed occur in other processes within the
company, and if, in fact, in future situations of a tougher
environment, organizational values continue to be a source of
factors for achieving a competitive advantage. Research in this
period has tried to analyze what was able to remain stable in the
company and which elements should be adapted to a greater
extent, so the present work contributes to future research in this
direction.

Lastly, this research presents the novelty of the methodological
combination of PLS-SEM and fs/QCA applied to an international
sample of hospitality and tourism companies. This approach,
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little used in research in this sector, allows a more realistic access
to a complex sector, such as the tourism industry, and its business
decisions. In addition, it establishes solutions formed by
combinations of antecedents that represent advances in the
creation of future models for the analysis of the tourism sector,
and a better arrangement of the combination of variables.

Social implications. The analysis carried out allows extrapolating
success factors of international hospitality and tourism companies
between two different environments, comparing similarities and
highlighting differences. This fact may allow government agencies
to better establish and enhance the determinants of success of
these hospitality and tourism companies, as well as to emphasize
the capabilities that will best enable them to overcome periods of
crisis, such as that caused by COVID-19. Derived from this fact,
and although the influence of market uncertainty has not been
significant, its presence should not discourage public and private
organizations from strengthening their hospitality and tourism
companies, since the combination of other factors allows them to
overcome this fact and achieve the objectives of a sustainable
competitive advantage.

Limitations. Although we have tried to ensure that the study
covers the complex reality of the intentional tourism environment
by establishing two samples with different characteristics, an
analysis in other environments and countries with a strong
tourism orientation would allow us to obtain more complete and
generalizable results. The results, despite the non-influence of
market uncertainty, present a strong conditioning factor caused
by COVID-19 and its substantial modification of the environ-
ment. The solutions obtained in this research should be tested
again in a more stable environment now that the pandemic is
over, in order to verify their validity, as well as to apply them
when another important market conditioning factor or economic
crisis occurs again.

Data availability
The datasets generated during and/or analyzed during the current
study are available as a form of supplementary file and/or from
the corresponding author on reasonable request.
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