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The policies of most research-oriented universities

N &
with regard to reimbursement for faculty time from grants and

ontracts can probably be summed up in a single sentence: "let's get

as much as we can." Several areas of concern.arise from this
situation: (1) the university®’s ability to plan its future, develop
real goals and objectives, govern and control itself, and determine a
balance of activities are threatened; (2) money granted on a
year-to-year basis creates instability; (3) federal regulation
threaténs the institutions; (4) federal contrQl of areas of research
performed by the universities endangers the principles of research;
(5) inconsistency in institutional policy on faculty reimbursement
creates inequity between universities; (6) occasional abuses of the
grant system damage the entire academic and research community; and
(7) some universities and faculty members have come to resemble other
pressure groups, occ351onally becomind arrogant in the process.
(Author/uSE)
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SALARY REIMBURSEMENT - BENEFITS AND COSTS

0 . 1

,"‘.g ‘ .":--.'. . n' ! . . by ‘ u\,i. .“‘

o . Louis Levin T ' . a2
L \\\ : ; .+ 1730 LaCororilla Drive . | >+ N
K ) A Santd Barbara, CA 93109 ' -

\\ - . . ° 1...— . -
o e - g ’ ' ' '
o The t1t1e of th1s sess10n and tpe subt1t1e of the conference both p]ace )///

.-

emphas1s on the word po11cy 8L fEr?1ng to university 011c1es. As begtxés

I have been able to Judge, the p 11c1es of most researc -or1ent;:@;gdyers1t1e%>/}4

[ M A

‘with regard to re1mbqrsement.for facu]ty time from grant and}c racts, can’ -

probably be sommedAUp in a single. sentence: “Lets‘getfas muc

‘Althougn the stated policies may vary somewhat,‘this,sent' ce.appears to &

express the generaT‘guiding'princip]eJ ‘WhatEVer else £ -may or T;& not be,
it is at least expedient. =~ -~ o

[f certain problems for ‘the un1vers1t1es havg arisen f*om such po11c1es,

\

it could be that they asked fOr them. " In t;;9k1ng about thﬁs matter, I
reca]]ed -that more than tz;nty years ago Dop’ Price wrote a fine 11tt1e book

-

entitled “Government and Science" In deécr1b1ng the att1tudbs of un1vers1t1es

¥
toward government, their then new patron, he compared them to vhe prlnc1pa1

character of an old limerick wh1ch
There was a yolng lady. from Kent . y

Who said that/she knew what it meant |

' When men tooK her to dine o

Gave her cocktails and wine

 She' knew what it meant---but she went. |

ome of you will ngcall, - ﬁnt like this: _.; ,

One can only comhent that durihg'the'intervening two decades mores of’

’
*
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- support for research was ava11ab1e only from one or two philanthropic founda-
‘tions, there was Little or no reimbursement for facu]ty sa]ar1es Only when;

h
government became jnvolved did the pract1ce begin to flourish. It is, of

)

course, a direct carry- ~over from the, customs of oovernmenta]’dea11ngs w1th

i ' 1ndustr1a1 contractors .ife., paymeftt of a]] costs perta1n1ng to the contrao-'”
tual work After the war, the m111tary agenc1es and -the newly created Atom1c

. Energy Comm1ss1on rather willingly continued to pay for faculty t1me and htt]e'v.j

bv 1ittle, " most other Federa] agenc1es followed a]ong

It seems ctear that the practhce of salary reﬁmbursement grew and f]ourished

because there was someth1ng—-name1y, money--in it for the uh1vers1t1es as we11
as fon the1r 1nd1v1dua1 faculty members The feading un1vers1t1es and their .
fatu]ty members wanted to conduct researeh for all the obvious reasons that

ydu a1ready know* There was, of course, the fact that this is ome of the pr1n-
\
cipal funct1ons of a un1vers1ty and the contr1but1on it makes to soclety A]so,

the more- rese&;ch the’ greater the prest1qe, the more attract1veness to graduate

ad -

\(' students*apost doctorals, and prospective facylty and hopefu11y, the eas1er to (
raice additional mbney from doriors of all sorts. The 1esser or developing, g
inst 1tut1ons fo?]owed su1t hoping t& emu]ate the leaders and to join the1r i

ranks. In1t1a11y, based on the reason1ng that research is a norma] and usuaf ‘
part of the )ob of university facu]ty, some agenc1es were willing to provide .

salary reimbursement on]y for that portlon of time which was ”rg}eased“ from
{

4§o1ng Th1s meant that ;
someone else, usua]]y a more Jun1or and lTess experienced person, had to be . %'

L4

\ hired to :Fp1ace the professor for those courses from which he was now re]eased"

the&}each1ng the faculty member wou]d otherwise be

These junior peop1e themse]ves were a]]owed time. for research and they deve]oped
PR 4 \ M
into permanent facu]ty -and pr1nc1pa1 investigators on their owr. As-the

research effort grew, addit1ona] facu]ty_were hired for they, too, could

. a :
- T i . : ¢
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.contribute to the research program and to the‘

money, /hustsfacultles grew iarqer more la oratories were buiit and

s,

equipped individual teaching loads decreased t) 6 3, and, not infre-

v

quently, zero contact hourk per week. The tota] payroll rose spectacu]ar]y ‘

and these increases vere further exacerbated by r151nq salary scaies,
in part the result of infiation but a]so, in part, due to competitive bidding
~ for the best. facuity members, i. e s those md/t capab]e in research and most

able to elicit generous graht support Institutiona1 management had to work

even 'harder to raise its share of the mountjng costs of the expandtng enterprisg.“

Soon the University representatives were at the doors of th& granting

»~

agenc1es demanding greafer generosity in reimbursement of salaries for time

dévoted to researefi. At the same time, there developed the continuous runnlng

battie about the ievei of payment for indirect costs, the so-called overHead.

4

. ¢ It was frequent]y amusing—-and also sad--to observe university administrators
/
1obbying in one office in attempts to get additionai grants while simuitane-
ous]y arguing in. another office that they weré being impoverished by what they

\ o iiked to term "the research we are dOing for the governme&t" and that there-

(‘e

: generous i S0 we arrived at the generai prdctices. of today payment of summer

fore the saiary reimbursement and indirect cost policies had to be made mo

salaries, normaiiy s1mpiy for the asking, and reimbursement for academic- year
?iary supposediy commensurate with the proportion of/time the investigator
devotes to the proaect
’ " That the system of fers economic incentive to the university is obvious.
Confronted by relatively enl®rged facuities,land, more recently, by declining
orbstatic enrollment, struggling with, greatly inflated payrolls and other costs
in consequen&e of expansion and inflation, unable to retrench.because tenure

has been granted to large proportions of the_facuity; the university has to

scramble for every dollar. And each dollar'brought #n as reimbursement for

ld
1]
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faculty salary, accompanigd as it is by an additional 50.or 60“0r 80 centa
for 1nd1rect cost;: re11eves that much of the ?eed to ra1se money elsewhere.
'The advantage to the institution is self ev1dent. v .

' The faculty member also has a c]ear interest in e11c1t1ng re1mbursement.
for part or all o(\ns saﬂary In1t1a11y, however, many . faculties strong]y

resisted the notion of incTuding_portions of‘their‘academic year sal@ries in

the1r'g ant requests. They were concerned that the .size of the'request W
>

sed 1nord1nate1y and that therefore the proposed grant might

be1ng inc
less attract1ve to the agency. L1keW1se, some 1nst1tut1ons, part1cu1ar\

v

- \
those nDt.yet among the‘leaders, also had trepidations about th1s aspect and

4

frequently dec1ded to ask 0n1y part1a1 re1mbursement or even none at a]] 214
“the hcpe of being more sure o} getting approval of the grant. But. the major
1nstitutions usua11y had no such hestiancy. An a]ternate cfcern of facu]ty
mewbers was that 1f the amount awarded was less than that requested the
sa]ary portion m1ght'rema1n constant and therefore there wou]d be less avail-
able for the other” d1rect costs of the researck. In short, facuTty were
interested in getting money for the1r own purposes rather than in recover1ng

» money for the institution. Also, faculty 1n1t1a11y appeared to: have an inpate
dislike for asking for a'port1on of the1r own academ1c year g%lar1es though
I have yet to encounter one who had similar qua]ms about ask1ng for summer’ or

-,

or leave sa]ary worst of all from the faculty’ po1nt of view, and probably

I
)

.w1th some justification, was the concern about what would happen if, for some
.reason,.the grant was not renewed Would the university then be w1111ng‘and
able to restore the portion of salary previously derived from the grant? As
you know, when times later became a little tough,(there were indeed some

.‘ - - ’
problems of this kind. 6 o )

~



.creates a favorab]e psycho]og1ca1 climate for seeking and getting promotion,

'system b@tame more preva]ent, and agency money
er5$¥acu1ty members adapted and, indeed, even

5<T]_ngb s in \F. They soon 1earned that.significant

,accdmp]ishing a nu o a-vantageous gains. Reduct1on of teach1ng load

"and, conVérse]y, n of more time for reSearch, consulting, and other pur:
. ) sy

suits<is certa1n1y easier to achieve.. Because'the pay-dff is usually based
on research rather thaneon teaqh1ng-and academic committee work, this repre-

sents a real incentive for the"facuTty_member;. In most instances it also tends
? T . . ' ‘

ta\lead-to expansidn.of the.research‘effort, more grant'money; more graduate

‘students,'post—doctgra]s, technicians,'etc.,_i.e., a bigger "show". All this

<

tenure, sa]ary 1ncreases--obv1ous1y important 1ncent1ves Greater independence .

ofgﬂct1on is gained not only because the teaching 1s;reduced in quantity‘and

o : ; ‘ .o
downgraded relative to research-but-atso-the—individial feels more like an

[ I —
independent entrepreneur, running his own show, dealing with agenc1es, consult-

‘ 1ng, coming and going as he deems appropriate. He is h¥s own master, operating

a semi- pr1vate enterpr1se which - happens to be housed and sheltered at a 2

"

un1vers1ty. th infrequently the enterprise is not even locate on Campus but-,
rather‘in rented duarters elsewhere or in a bui]ding specia]ly constructed tOr

the purpose.’ It s not d1ff1cu1t to understand that a s1tuat1on such as. this
15 sat1sfy1ng to most facu]ty members -

Agenc1es have genera11y had no prob]ems in Just1fy1ng/to themselves the .

practice of payment for faculty time. They see their principal m1ss1on as the:

A

stimulation and support ‘of research. Résearch costs money and it dogs'ndt

. LA
. .
7 ' : . ‘
‘. e . 1 . .
.
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seem far-%etched to reimburse the un1vers1ty for facu]ty time as, well as for
other costs In this sense, "the old "grant in-aid" contept has been rep]aced
by "burchase and payment for services". Also, 1n'every agency, there was

always some fee11ng that .t shou]d support h1gher educat1on, the 1ocus of most

of ‘our bas1c research and the source of tra1n1ng of future researchers. Thus,
reoard]ess of whether the agency charter 1nc1uded such a mission, payment of

facu]ty saldries was regarded as a worthwhile subvention a1d1ng the un1vers1ty

in its gerieral operations, helping it to improve itself and to do its work: more

-

easily.- This kind of thinking even led, for a period of time until about 1970,

to prog ams in a number of.agencies specifically for providing grants far -
'genera] sopport,'improvemEnt, deyelopment'and ezpansion of“programs;'purchaset
of equ pment, construction’of acallemic buiﬂdings, and so/on.

The practice}of payment ;or faculty time also-fitted the dersonai psycho- *
( 1ogica1 needs of many of the peop]e'operating the agency programs. It is
necessary to understand that a program director der1ves much of h1s’Tor her)

| . *
- ,Job sat1sfact1on 1n a v1car1ous way Instead d01ng research themse]ves,

-

they help others to do it. The better the researchers perform the\greater

t sat1sfact1on and pr1de .of the program operat1ve &nd the more h1s “stab]e” 3

’ °

of researchers’ is dependent on the program d1rector, the greater the fee11ng

of effeqt1veness as d protector, manager, father: f1gure, or what have you. I

<

the gndnt quvzdes a portion of the very livelihood of the researchers_as
well as the otherggsua] costs of their,york, they are obvious]yithat much‘m%ne
. : ' . | Sy T

dependent orr the program person. And this, in turn, leads to‘a'greater fee]-‘ .
5‘ " ing of respons1b111ty, an 1mproved se]f image, and, mbre JOb sat1sfact1on .
If\all the part1c1pants are be%et1t1ng from the system and are happy Ry

[ } . A r
L\ S with”it, it=is reasonab]e to ask why there shou]d be m1sg1v1ngs about 1t

t 1 -t

"Evidently there is some;apprehens1on~telse why are we hére today? .It'Seems

. . .
. T B »
i . : .o 4
. . . - R, . .
2
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to me that there are indeed a number of naJor areas of concern which stem
"*ﬁﬂy- in%3 s1gn1f1cant way from Federal support and which are considerably exacer-
| bated by the pract1ce of reimbursement for facu]ty salaries. Let me mention
them br1ef1y You may wish to chal]enge some*or to add others. ]

o_l) ft seems to me that as these - pract1ces have grown and deve]oped they
‘and the1r seque]a haveibegun'to threaten the very 1ntegr1ty and organi-
zation of'the univeréity as an inét?tution, I have in mind the
university's abi]jt} to plan its_tutune, to.devel its real gogls
and objectiveé:ltongovern and contro] itself, to determine\its balance
between research, teaching, and community service, and even to cope
with its choice between being an integrated‘educationa1 institution
or.a loose busine§2 oonglomerate.c mposed of & group of entrepreneurs
actfng as semi-pr{vate contractors. - Signs- and portents of such dis- 
‘integration may be. seen in the'continually.detreasing half-1ife times

: &

of university presidents, the general down- -grading of the positions

Jof deans, department cha1rmen. and other offigials, the 1ncreage 1n

A
LG L“-.

‘proportion of 1nstruct1on§ ."kng assistants and s1m11ar 1nex¥er}-‘
enced personne], and so q;;5
2) A second significant area of conoern, ‘One that | 1tse1f is partially
¢ responsible for the first, is That of the re]at1ve economic 1nstab11ﬁg{- ‘
Ny created by operat1on on the bas1s of a 1arge proportion of so-called
soft ‘money granted on a year-byhyEar bas1s.‘ In th1s‘Jnstance, the-
portion used to pay-faculty'salaries is tndeed the real villain.
Large]y on the basis of this kind of {ncome, the unfversities haye
N g' l over-expanded bave enlaroed the proport1on of tenured facu]ty, apd
ij - ' ' have 1ncreased payro]ls agg other operatypg costs beyond their
- _ 9

-
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capab1lit1es based on non federal sources, Be1ng dependent]on cont1nu-

ation of Federa] grants and contracts, any_ threatened withdrawa] or
d1m1nut1on of thes e portends catastrophe LAs you know, some znst1tutions

N\
have a1ready exper1enced some of this trauma in recent years whensfederal
‘ ¢

research approprﬁat1ons didn't grow as much as had been expected

~ -

3) Another serious 1ssue relates to the 1ncreased federalization of univer-
. 4 Al

. sity control through imposed laws, 7ru1es and regulations. Not aT] of/ «

these are d1rect1y related to Federal support of research or of faculty

sa]ar1es. ButJt15 the witholding of these graft and contract funds that

-
W1

is threatened if the rules and reguTations, whatever'theyﬁmay pe, are

N

not followed. This growing threat of Federal control of university.

—

activity is becoming a source of considerable uneasiness among officials

. P | |
of some of our major institutions. &

. :o*  — ,
4) A fourth, and related, area of concern is'that“stemming from the ease

. o !
4

w1th which the Féderal agenc1es can force research to move from basic
2

to applied, from fundamental to problemror1ented fnem one field to
another. This is readily accomp]wshed s1mp1y by appropriating and,
awarding funds for one purpo%e.rather than anotkher. No doubt this ‘j)
is justifiable in some instances. Neverthelesst in/the\Targe sense,

it is the Federal® government that controls and, inxthis sense, nejther

, . . ‘ ) . . 1]
the university nor the ‘individual researcher axe any longer masters of

s their own purposes ’//,/
: ' .

5) A problem to which I have already alluded br1ef1y is that of 1nequ1t1es
'y
resu1t1ng from d1fferent1a1 practices relating to reimbursement for.

-

'faculty sa]ar1es General]y the foremost un1vers1t1es have not hesita-

N SR ted to ask for sa]ary ‘reimbursement and\ ip most instances, have obtained

10




it more easily and to a greater extent than have the institutions of

lesser stature: This was not the resu]t of d1scr1m1nato$y agency

- _-policies but rathe: a consequence of 1nequ1tab1e practices followed:

< - by some Federa] program managers, sometimes: w1th the advice and active

-

backing of their academic advisory groups Also, not 1nfrequent1y, )
- : the lesser 1nst1tut1ons, 1n their eagerness not to Jeopard1ze the °

award of the grant, have been more t1m1d about demand1ng re1mburse-

¢

jﬁ for faculty t1me Qu1te obviously, the~cumu1at1ve resu]t of such=
: pfact1ces is a clear economic handlcap for the 1nst1tut1on that does S

-not receive this support,wh11e 1ts compet1tor does.

~

o " The system has a]so produced 1ntra institutional 1nequ1t1es ~ﬂt‘
» d
Genera]]y, those 1nvest1gators br1ng1ng in large grants and s1gn1f1cant '

‘o © salary re1mbursement are in.a more favorab]e pos1t1on to rece1ve sa1ary'

increases, promot1on, tenure, and other perqu1s1tes than are their col-

n i

1eagues who! produce “lesser amounts of support. Also, in many 1nst1tut1ons
there havé’deve]oped considerable d1screpanc1es, in. terms of pay scales,:
promot1on, tenure, teaching 1oads etc . betWeen areas wh1ch bring in’

.1arge amounts and those that don 't or can' t, e.g., the natural sciences

o 35 compared to the humanities. Such imbalances create neither satis-
#

% jon nor-a well-proportioned un1versqty
L

6‘f§q¥9thf3p1 problem of real significance is that of abuses of the
;“,( oo M
&

: *

!

. : ertainly it has been subJect to abuse and certa1n1y abuses
-;' . ﬁ%f&:ﬁ?;%f?gcggrred It is really not surpr1s1ng that this happens because,
. P "1‘ : .
' QJ/}piWy to what many people think, faculty-members, un1vers1ty off1c1als,

,* and agencysadm1n1strators are all qu1te human I need not go 1nto deta11
.‘here about the specifics of such abuses. I am sure you have all heard

f:.' . ‘ ‘ oﬁa§ome and perhaps have even experiericed them. The significance-of the

Q : i o : ’ 1.1 e B /
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problem ij/hOt only that people a]low the1r ethics to be co rupted or

that the long- suffer1ng taxpayer takes‘a beat1ng, (these are certain]y
., )l
e R
A

bad enough), but also of importance is the fact that only a few such

1nCﬁdents, when they become gﬁown, besm1rch the entiné system and. a11

Y

its part1c1pants The end resu]t canébe 1rreparab1e damage to the . .. 7@

entire academic and research commun1ty as well as to the nat1on as a

4

¢

Whole ’ ' / ,

7) F1na11y I come to a Lomewhat ephemera]--but to my "ind very s1gn1f1cant -

,1ssue re]at1ng to .the image our un1vers1tJes and their faculties are

—

;creat1ng for themse]ves in the larger society. Not so 1ong ago, the

¢

average c1t1zen regarded the un1vers1t1es and their facu]ties as being
on a h1ghef plane than mostother segments of our society They were

considered to be eth1ca ‘scho]ar]y, interested in 1earning and - .
knomTedge and truth for their own sakes and thus d1fferent from other
. sectors of soc1ety which: were regarded as mundane and self-seeking.:
In more recent t1mes, however our wniversities and many of their faculty
- members‘have begun to resemble other pressure groups wh1ahlwant something\
from thg public till--se]f—interested, lobbying for appropriations,
~ 'pushing for their ng fieﬂds; departments, and institutions, seeking;
l more grants and more money, more perqu1s1tes, and sometimes being quite
arrogant about it. When this Js coup]ed with poss1b1e conflicts of
41nterest, self- enr1chment, somet1mes dub1ous or unseem]y pract1ces or
. ,,i;_ - outright abuse of the system, how can we expect to remain on the high
| \ :4‘y'pedesta1 where we onde stood7 To my mind thds.represents a-great 1oss

for: an institution which for a very long time has been considered one

,' g T of the most honorable and high]y regarded p1l1ars of our civi]ization,
;’-" / . " ) . ' : . ’ N 3 (

SRR R 12




¢ as a trustworthy critic of the past and the present and as a
- o - ' . ‘
‘¢ ¥ reliable leader in pointing the way toward a higher and better

future
s what I have descrtbed . refiects thé system and some of the probiems

. . .

related to:if, 1t is a fair question to ask what can-be done about 1t And

what, pec1f1caily, can a conferegce such as this contr1bute7 I regret that

I must Quickly admit that I have ,no magic panacea to offer. And 1 am not

.&\

terribiy sanguine about any major near-term 1mprovement At the root of the

N

matter is the peculiar and sometimes atroc10us arrangement we have ﬁor provid-
" }'_\;‘ 6
ing support for higher education and for: the functions we expect it to'excerise‘

hxl

Our universities haveebeen brought to.recarious econemic circumstances, partiy |
because of copditions beyond their control but also partly because of‘their |
own doiﬂ.& However this Situation came about, I do not foresee the universitiesi
suddeniy,becoming able orwiliingto forgo theyFederai subventioniwhich, though
“{frcomes in bits and pieces‘and for special and particuiar purposes; ne’v.erthe-i )
less represents income for which there is .now no other source. Nor do I
belfeve that ?gcuity members, having achieved significant economic improvement
greater independence, and other perquisites which, I am sure, they think were
too long in coming, are apt to give these up willingly. One might hope that
the Federai government will suddeniy see the 1ight and change from the present
saiary reimbursement mechanism (‘g a forthright system of Tump sum: subveRtions
h fdr facuity saiaries or even for totai universjty operations, But with'the
current state. of ‘the Federal exchequer being what it 1s and with the demands Ct
on it from other societal sectors, this doesn't appear to be a reaiistic hope |

‘

for the near future. Accordingly, anytprogress is 1ikely to be slow and painful.
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It can be imagined that tﬁé indivioual instifution,~{ts administration,
faculty, students, and regents, mightbdecide to examine itseif carefully and
{ realistically, its goals and aspiratkons, its role within its part%cu]ar com-
munity as well és nafiona]]y and‘in relation to Jts likely clientele, resources
and competition. And it‘might take a hard look at its ethical- standards. Out
“ of all this could come adjustment and changos commensgrate’with what might be
termed "a reasonable level of expectat$on". Some insfjtutjons'have fried thts -
and'even&with,some measure of success.- It is not easy.\_It must:be borne in _
mind‘that'all those who osua]]y participate in such exercises suffer from U?Slt-
in biases and actual conflicts of interest and that the attempt‘can easily
degenerate into’a series of {ntra-muralvconfroofat;ons botwoen thg vérious
clusters of barticipanﬁs. Not infrequehtly the outcome isvan even more ambitious
plan with an even higher budget, more unrealistic asp;rations,-and an unrealiza-
; ble dreamlof more for everyone. Perhaps such examinations might turn out better‘
more often if outsiders, alert, knowledgeable ond dedicatod but without
personal axes to grind, were brought into the process |
What can this conference contribute? It $eems to me that the best service
we can hope to render_is to point out specific prob]ems,‘p{tfalls, and costs.
and to suggest plans, policies and mechanisms for‘dealing Qith these. And we
o;n point out ethical issues which are sometimes forgotten or ignore& We can-
not expect al], or even many, 1nst1tut1ons to convert overnight to dur way
of thinking. But hopefu]]y, if we make some really good po1nts, ;omé
institutions and some facu]ty members and some Federal agencies w1]f see f1t

to adopt some of the policies and principles we suggest. If so, some\progress

will have been made. . lWﬁ 1;7]~&f-f




