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Objective. To reach a consensus on a working definition for leadership and identify expectations for
leadership among all pharmacy faculty members.

Methods. A modified Delphi process was employed to establish consensus among experienced de-
partment and division chairs regarding the definition and expectations of faculty leadership to guide
faculty evaluation and development. From the AACP faculty roster, 280 department and division chairs
were surveyed to identify participants with at least five years of experience in their roles and willing-
ness to participate. Twenty-three chairs were identified from a variety of colleges and schools to
comprise the expert panel and asked to participate in three rounds of questions over a two-month
period. One Likert-type question and six open-ended questions were included in round 1. A thematic
analysis of round 1 responses provided items for participants to rate their agreement with and provide
comments on in rounds 2 and 3. Consensus for items was set prospectively at 80% of participants
selecting agree or strongly agree for each item. Items could be modified by the panel in subsequent
rounds of surveys if participants suggested edits to items.

Results. Consensus was achieved among 23 chairs regarding a definition, 10 guiding principles, four
learning competencies, six skills, six expected leadership activities (ELAs), and 20 personal charac-
teristics related to faculty leadership.

Conclusion. The results of this study provide guidance to pharmacy faculty members and administra-
tors regarding leadership characteristics including knowledge, skills, and activities expected for faculty

members to develop into effective leaders for the academy and the pharmacy profession.

Keywords: leadership, faculty, Delphi, expectations

INTRODUCTION

The focus on leadership as a part of the development
of'the affective domain of learning in pharmacy education
has received much curricular focus and stimulated
innovation in the past 10 years. During an address to the
American Association of Colleges of Pharmacy (AACP),
then-president Barbara Wells challenged the academy to
develop and embrace leadership to address the challenges
it faces." With so much attention placed on the leadership
development of learners, the behaviors of those modeling
leadership may be overlooked. In working with future
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generations of practitioners as well as patients and the
public, all pharmacy faculty members are in a position
to be among the most influential leaders in their commu-
nities, the profession, and higher education. Kezar and
colleagues summarized the importance of faculty mem-
bers as leaders on campus both in decision-making and
innovation in teaching, research, and service.? In consid-
ering leadership specific to academic pharmacy, Dr.
Wells further stated that leadership is what propels faculty
members to reach their potential." Faculty members are
essential to academic organizations fulfilling their mis-
sion and, therefore, need to be adequately developed to
lead. In the course of their professional development, the
question of what leadership characteristics are expected
of faculty members is vital to answer.
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Many articles discuss the knowledge, skills, and at-
titudes required for administrative leaders in academia.
For example, Basham identified transformational leader-
ship characteristics necessary for college and university
presidents in higher education.’> As a dean in the health
professions, Haden outlined a conceptual framework for
leadership.* Others have identified leadership attributes
that deans of dentistry and nursing schools should have.>®
Finally, Schwinghammer and colleagues identified lead-
ership characteristics for department chairs in pharmacy
schools.” While faculty members may choose to exercise
their leadership capabilities by taking administrative
roles, leadership expectations should not be restricted to
those with administrative or “positional” authority. Within
academic pharmacy, leadership is addressed multiple
times in the Accreditation Council for Pharmacy Educa-
tion “Standards 2016” (Table 1).® However, little research
has been done to determine the specific skills, attitudes,
knowledge, and beliefs associated with faculty leadership
in pharmacy. In fact, faculty culture may often work
against leadership development given its focus on “publish
or perish” rather than strategy and influence.’ The evolving
landscape in pharmacy and healthcare demands that fac-
ulty members be prepared to be effective leaders.

Leadership by non-administrative faculty members
has been evaluated in other disciplines. For example, the
top leadership skills needed by faculty members in business
management have been identified as business skills (eg,
management of personnel, material, and financial resources
to accomplish business goals), cognitive skills (eg, commu-
nication and ability to learn and adapt), and interpersonal
skills (eg, interacting with and influencing others).'® Prep-
aration for faculty leadership has been discussed in nurs-
ing,'' and faculty development initiatives to promote
leadership in medical education have also been developed.'?
Faculty citizenship has been addressed in pharmacy, but
likely represents only a part of faculty leadership.''*

This study was conducted to identify a working def-
inition of faculty leadership, and develop learning com-
petencies, skills, expected leadership activities (ELAs),
and personal characteristics related to leadership ex-
pected of all faculty members in academic pharmacy.
The study was conducted by the Scholarship Committee
of the AACP Leadership Development Special Interest
Group with the intent of providing recommendations
and a framework that can be used by AACP and individual
institutions to guide leadership development efforts of all
current and future faculty members.

METHODS

This study employed a three-round Delphi process to
address the study objectives described above. In a Delphi
process, each round uses a survey to progress a group of
identified experts from individual opinions to consensus
on a chosen topic.'” In the first round, researchers inter-
pret participants’ individual answers to open-ended ques-
tions and craft thematic statements to use in subsequent
rounds. Later rounds ask experts to rate their agreement
with the developed statements and submit comments to
improve and/or enhance agreement with the statements.
Modifications are made to statements when comments
are provided in early rounds and agreement is pursued
in additional rounds until a predetermined level of agree-
ment is reached or the process ends.'® Delphi processes
have been used in the pharmacy education literature
to address a variety of issues, including student per-
ceptions of professional engagement and identification
of leadership development competencies and guiding
principles.'®'®

This study was approved with exempt status by the
Concordia University Wisconsin Institutional Review
Board. Experts solicited for involvement were department
or division chairs identified from AACP’s Roster of Faculty.
A survey was e-mailed to 280 chairs confirming their current

Table 1. Accreditation Council for Pharmacy Education Standards Related to Faculty Leadership®

Standard Description

8.7 Faculty participation in college or school governance — The college or school uses updated, published documents, such
as bylaws, policies, and procedures, to ensure faculty participation in the governance of the college or school.

9 Organizational culture - The college or school provides an environment and culture that promotes self-directed lifelong
learning, professional behavior, leadership, collegial relationships, and collaboration within and across academic
units, disciplines, and professions.

9.1 Leadership and professionalism — The college or school demonstrates a commitment to developing professionalism and
to fostering leadership in administrators, faculty, preceptors, staff, and students. Faculty and preceptors serve as
mentors and positive role models for students.

19.5 Faculty/staff development — The college or school provides opportunities for career and professional development of its

faculty and staff, individually and collectively, to enhance their role-related skills, scholarly productivity, and

leadership.
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roles and requesting information related to their years of
experience in the role and name of the department they
chair. Chairs with at least five years of experience in that
role were chosen as the experts because of their responsi-
bilities and experiences related to faculty development and
evaluation of leadership skills. A panel size of at least 20
experts was desired based on acceptable study sizes between
10 and 50 participants reported in the literature.'**

Our study consisted of three rounds of surveys admin-
istered online via Qualtrics (Qualtrics, Provo, UT). Surveys
were open for two weeks for rounds 1 and 2 and three weeks
for round 3. The entire process took place between Septem-
ber 27, 2016, and November 22, 2016. Experts received
reminder emails one week prior to the deadline for each
survey round if they had not yet completed the survey. The
first round consisted of open-ended questions and one
Likert-type question to solicit the opinions of each expert
(Table 2). The researchers then conducted a thematic anal-
ysis of the responses, crafted leadership expectations for
faculty members and personal characteristics of effective
faculty leaders, and modified a draft definition of faculty
leadership. The items from the process were linked to the
expert responses and shared with experts prior to rounds 2
and 3 to ensure transparency in the study.

In rounds 2, experts were asked to rate their level of
agreement with each item. A Likert scale was used with
the following format: strongly disagree, disagree, agree,
and strongly agree. A comment box was provided to allow
participants to include qualitative responses about each
item. Experts were encouraged to comment if they dis-
agreed or strongly disagreed with the items. This inclu-
sive process resulted in additional comments for each
item. When applicable, comments were used to propose
amendments to the items for expert consideration in round
3. Consensus on an item was defined prospectively by the
research team as being when 80% of the experts responded
agree or strongly agree to the item. Because there are no
definitive guidelines, Delphi studies have used varying
levels of consensus ranging from 51% to 100%.>'

Items that did not reach the consensus level of 80% in
round 2 were revised or removed based upon expert com-
ments and reviewed by the research team. Items that
reached consensus could be revised based upon expert
comments if the researchers decided that the revision sub-
stantially improved the clarity of the item. In round 3,
experts received a document outlining the results of round
2. Revised item revisited in the round 3 survey followed
the same format as the round 2 survey. An overview of the
modified Delphi process used is shown in Figure 1.

RESULTS

Of the 280 identified chairs from the AACP roster,
24 (8.6%) were interested in participating in this study
and had at least five years of experience in their role.
Twenty-three experts participated in round 1 and 24 ex-
perts participated in round 2 and round 3. The average
time the participants had spent chairing a department was
9.6 years, with a range of 5 to 26 years. Ten participants
represented pharmacy practice, eight represented a phar-
maceutical science department, and six represented a
combined pharmacy administration/pharmacy practice
department. Thirteen participants represented public in-
stitutions and 10 represented private institutions.

The Delphi process resulted in consensus, with
82.6% expert agreement with the following definition
of faculty leadership: “Faculty leadership is the process
of collaborating with, inspiring and enabling others,
regardless of one’s administrative responsibilities, to
achieve goals rooted in a shared mission and vision
through ethical efforts in teaching, service and schol-
arship.”

Ten guiding principles for faculty leadership, four
learning competencies, six skills, and six ELAs achieved
expert consensus (Table 3). Twenty personal character-
istics of effective faculty leaders were also identified
(Table 4). Several expectations proposed by experts in
round 1 failed to achieve the predetermined level for
consensus in rounds 2 and 3 (Table 5).

Table 2. Questions Asked of the Expert Panel in Round 1 of a Modified Delphi Process to Define the Leadership Characteristics

Expected of Pharmacy Faculty Members

Please rate your level of agreement with the proposed definition of faculty leadership. If disagree or strongly disagree, why and

what would you change (if applicable)?

“Faculty leadership is the process of inspiring others, regardless of administrative responsibilities, to achieve goals rooted in the
common good of society through efforts in teaching, service and scholarship.”

What are the guiding principles for faculty leadership development? (eg, born/or made, valuing positional and non-positional).

What key personal characteristics (values, attitudes, ways of being) are needed for faculty members to be effective leaders?

What knowledge do faculty need to possess to be effective leaders?

What skills should faculty members have to be effective leaders (ie, what should faculty members be able to do)?

What leadership activities do you expect of all faculty regardless of administrative position?
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Figure 1. Overview of the Modified Delphi Process to Define the Leadership Characteristics Expected of Pharmacy Faculty

Members

DISCUSSION

As noted by Kezar, leadership remains critical to in-
novation in teaching and advancing knowledge on cam-
puses.” While the literature most often describes
leadership from the perspective of administrators, leader-
ship should be expected of all pharmacy faculty members,
regardless of rank or administrative title. Daily interac-
tions are vital to the operations of pharmacy education and
impact our learners, patients, professional colleagues, and
society. There are many examples of these daily interac-
tions. Student organizations require well-prepared and
committed faculty advisors and mentors to ensure their
success in achieving the group’s goals and communicat-
ing with the parent national organization. Faculty mem-
bers with patient care practices must take leadership roles
on healthcare teams to ensure that patients achieve opti-
mal outcomes from their medication therapy. Research
faculty members are increasingly required to display
leadership on teams with multidisciplinary faculty mem-
bers in order to compete successfully for extramural fund-
ing and participate in meaningful collaborative translational
research endeavors. Faculty members who serve as coordi-
nators in team-taught courses must be responsible for over-
all course management and integration and not simply teach
the content in their own area of clinical or scientific exper-
tise. Faculty members are appointed to chair important
school committees that directly impact the mission of the
college or school, such as the curriculum committee or
an accreditation self-study committee. Both practice and
science faculty members are needed to serve academic,
professional, and scientific organizations on appointed
committees and as elected volunteer leaders at local, state,
and national levels.

Despite the multitude of areas where faculty mem-
bers are required to demonstrate leadership prowess, little
research has been conducted to identify what specifically
is needed to develop leadership for all faculty members.
Our study, which is novel within health professions edu-
cation, achieved consensus from 23 experienced phar-
macy department or division chairs across the United
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States about what constitutes effective leadership for all
faculty members.

The results of this study are intended to help frame
the construct of leadership programs by providing a hier-
archy for development efforts. The guiding principles
proposed here for faculty leadership are the broadest
statements conceptually and represent the goals and pri-
orities that leadership programs should consider when
developing their mission statements. The proposed com-
petencies are the defined behaviors that should be the
outcome measurements established through a program’s
guiding principles. The proposed skills are the abilities
that the competencies reinforce. The proposed ELAs are
akin to the entrustable professional activities (EPAs) that
outline core skills necessary to enter pharmacy practice.*
Finally, the proposed characteristics are the desired lead-
ership attributes and qualities of all faculty members. All
these items articulate the importance, relevance, and prac-
ticality of faculty leadership and provide a framework for
leadership development opportunities. The broad nature
of these categories permit innovation in the areas of fac-
ulty hiring, development, evaluation, retention, and pro-
motion.

While this study identified numerous leadership
characteristics needed of all faculty members, certain pro-
posed leadership expectations failed to achieve expert
consensus (Table 5). The study was not designed to de-
termine why these expectations were not selected. Some
of these characteristics (eg, competence, caring) and
skills (eg, empathy, fairness), are often included in leader-
ship discussions, so why did they not reach consensus in
this study? One may infer that respondents did not believe
those characteristics were important enough to merit in-
clusion. One alternate explanation is that respondents felt
that those attributes were encompassed in other qualities,
and it was not necessary to duplicate characteristics. An
alternate explanation is that respondents did not identify
the attribute with leadership specifically.

The outcomes of this study are important because
many newly hired faculty members lack formal leadership
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Table 3. (Continued)

Category

Results

Faculty leaders practice personal leadership by;

Expected Leadership Activities of Faculty Leaders — expected roles and

Communicating effectively

functions of leadership for all faculty.

Displaying integrity, honesty, emotional intelligence, passion, and dedication

Having respect and concern for others

Committing to excellence

American Journal of Pharmaceutical Education 2019; 83 (7) Article 7060.

Being flexible without lowering standards.

Being engaged in one’s profession.

Being responsible for their own professional growth

Strategically reflecting
Faculty leaders serve as a good example of leadership, professionalism and

collegiality to those around them.
Faculty leaders are present and active in the full scope of their duties.

Faculty leaders support and mentor fellow faculty members and learners.
Faculty leaders have the ability to lead teams that may include faculty

committees, practice teams, research teams, and team teaching.
Faculty leaders engage, proactively, in continuous improvement of their

organizations and activities.
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training. For other long-time faculty members, assuming
leadership roles in a school or college may be perceived as
unrewarding or as a distraction from pursuing their per-
sonal goals in teaching, patient care, or research. Pharmacy
faculty members must understand the importance of their
leadership contributions, and that they feel prepared to take
on such roles. Some of these individuals may aspire to
future formal leadership positions such as department
chair, assistant/associate dean, dean, or other administra-
tive roles in higher education. Thus, leadership develop-
ment for these faculty members is important for their career
trajectory and for succession planning in schools and col-
leges to ensure seamless leadership transitions. Faculty
members could also self-assess their characteristics to
identify areas of focus for leadership development. Faculty
members should demonstrate exemplary leadership char-
acteristics for students, patients, and colleagues, which is
important internal modeling and external representation of
our profession. Faculty interactions with students are es-
pecially important because we expect graduates to become
the change agents required for continued advancement of
the pharmacy profession. Department chairs could use the
results of this study to facilitate formal and informal pro-
fessional development opportunities. Using a data-driven,
analytical process, the results create a holistic model for
designing leadership development programs.

The results of this study also corroborate and support
what has been reported by other health education disci-
plines. Within nursing education, Young and colleagues
reported that nurse faculty leaders often found themselves
thrust into leadership positions for which they were un-
prepared, or did not identify themselves as leaders until
they were recruited into leadership positions by others.'!
The authors concluded that although such experiences are
part of becoming a leader, formal preparation that sup-
ports and encourages leadership development in nursing
faculty members is needed.

In medical education, Steinert and colleagues per-
formed a systematic review of the effects of faculty de-
velopment interventions designed to improve leadership
abilities on the knowledge, attitudes, and skills of faculty
members in medicine and on the institutions in which they
work.'? The authors concluded that, despite generally
weak study designs, the literature supported that faculty
development programs resulted in positive outcomes.
Program features that contributed to positive outcomes
included use of multiple instructional methods within sin-
gle interventions, experiential learning and reflective
practice, individual and group projects, peer support, de-
velopment of communities of practice, mentorship, and
institutional support.
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Table 4. Personal Characteristics of Effective Pharmacy Faculty Leaders as Identified by Consensus of an Expert Panel Who

Participated in a Modified Delphi Study

Faculty leaders should embody personal characteristics,” including:

Integrity
Authenticity
Respect

Empathy
Honesty
Trustworthiness
Receptiveness
Strong work ethic
Resilience
Collaboration
Transparency
Fairness
Consistency
Ethical thinking
Supportive
Commitment to excellence
Accountability
Positivity
Forward thinking
Engaged

# Personal characteristics are the values, attitudes and ways of being an effective faculty leader

With regard to pharmacy education, the 2002-2003
joint meeting of the AACP Academic Affairs, Profes-
sional Affairs, and Research and Graduate Affairs Com-
mittees identified competencies for effective leadership
for faculty members, associate and assistant deans, de-
partment chairs, and deans of colleges and schools of
pharmacy. These competencies included consensus
building, ability to articulate a vision, networking skills,
credibility and integrity, communication skills including
listening, and ability to make a decision.”> The groups
agreed that a wide variety of leadership development pro-
grams should be offered to meet the needs of pharmacy
faculty members across the academy. The 2002-2003 Re-
search and Graduate Affairs Committee recommended that
AACP establish a Center for Academic Leadership and
Management in Pharmacy to design and implement struc-
tured, ongoing, and comprehensive leadership and man-
agement development for AACP members. The group
recommended that the proposed center not design pro-
grams and services focused only on “positional” leadership
because all faculty members are called upon at some point
to engage in the process of leadership.**

Although the Center for Academic Leadership and
Management as originally proposed was not implemented,
the recommendation led to creation of the AACP Aca-
demic Leadership Fellows Program (ALFP) in 2005.%°
The program has a long and successful history, but it
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involves a competitive application process, with only
one individual allowed to be nominated from each college
or school, and only 30 fellows selected to participate each
year.

Several AACP initiatives are starting to reach out to
more to all faculty members. The AACP Interim Meet-
ings, INfluence 2017 and INspire 2018, have focused on
leadership development. While previous interim meet-
ings have often been targeted toward administrators, the
intended audience for the recent meetings has included all
faculty members.?®*” Regional Leading Forward work-
shops have been offered in conjunction and separate from
AACP/National Association of Boards of Pharmacy Dis-
trict Meetings.”® The AACP’s Leadership Development
SIG offers support for all leaders through programming,
including a book blog available to all faculty members.*’
The Leadership and Management Certificate Program
of the American College of Clinical Pharmacy and the
Foundation Pharmacy Leadership Academy conducted
by the American Society of Health-System Pharmacists
provide programming options for faculty members to
consider.**!

Despite these study findings and existing programs,
faculty leadership development can only be successful
if it is integrated as a central and deliberate part of the
culture of the school or college of pharmacy.>® It must
also remain at the forefront of initiatives and strategic
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Table 5. Faculty Leadership Expectations Failing to Achieve Expert Panel Consensus in a Modified Delphi Study

Learning Competencies Related to Knowledge for Effective Faculty

Leadership — leadership knowledge for effective leadership

Skills Practiced by Effective Faculty Leaders — steps of activities for

effective faculty leadership

Personal Characteristics of Effective Faculty Leaders — values,

attitudes and ways of being as an effective faculty leader.

Faculty leaders should have foundational knowledge of
how to utilize leadership skills, including;
Decision making/critical thinking
Professionalism
Time management
Behavior management
Change management
Faculty leaders should demonstrate personal leadership
by practicing and displaying the following:
Empathy
Positive thinking
Fairness
Strategic thinking
Innovative thinking
Service orientation
Faculty leaders should embody personal characteristics
including:
Passion
Humility
Adaptability
Competence
Caring
Structured thinking
Service-minded
Creativity
Cognizance

planning. Strategic Priority 7 of the 2016-2019 AACP
Strategic Plan states, “AACP is considered a priority or-
ganization for affiliation and leadership development by
volunteers and staff,” and Goal 7.2.2 is “Enhance new
leadership orientation activities.”**> For these reasons,
the authors recommend that the findings from this work
be made an integral part of AACP’s efforts in developing
its members to be vibrant leaders at their institutions.
We offer the following recommendations for sup-
porting the leadership development of pharmacy educa-
tors. The AACP should support deans and department
chairs in creating an institutional culture that fosters fac-
ulty leadership development. The AACP should support
ACPE accreditation standards that directly address the
development of faculty leaders and encourage guideline
development in these areas where appropriate. The AACP
and colleges and schools of pharmacy should consider
faculty leadership development in the strategic planning
processes and include specific goals and outcomes related
to faculty leadership. The AACP and colleges and schools
of pharmacy should support inclusion of faculty leader-
ship development in institutional and individual faculty
assessment criteria. Colleges and schools should support
faculty leadership development within their institution
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and in collaboration with other colleges and schools of
pharmacy and other health professions colleges and
schools. The AACP should support faculty members
seeking leadership development opportunities. The fac-
ulty development efforts of the AACP and colleges and
schools of pharmacy should focus on specific competen-
cies related to effective faculty leadership, which may
include knowledge of the organization, leadership theo-
ries and practices, self-assessment, and skills in conflict
management, communication, assessment/prioritization,
and emotional intelligence. The AACP should support
research and scholarship related to faculty leadership de-
velopment. Colleges and schools of pharmacy should pro-
vide opportunities for service that promotes faculty
leadership development and support faculty engagement
in professional activities. Colleges and schools of phar-
macy should recognize faculty leaders who exhibit lead-
ership characteristics and demonstrate adherence to
learning competencies related to effective leadership.
Consistent with any Delphi study, a limitation of this
work is that the study method resulted in data based solely
on the expert opinions of the department and division
chairs who chose to participate in the study. Thus, dif-
fering opinions of people with legitimate expertise are
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missing from this work. In addition, the sample size was
small and represents less than 10% of the department and
division chairs in US schools and colleges of pharmacy.
Because of a lack of demographic information publicly
available about pharmacy chairs, it was not possible to
ascertain how many people who were experts as defined
in this study were not interested in participating. How-
ever, the number of participants in this study is consistent
with other Delphi studies completed in pharmacy and
with ranges reported in the literature.'® In addition, al-
though statements were vetted through all members, the
research team’s own experiences may have impacted
their analysis of the results.

CONCLUSION

This study provides guidance to pharmacy faculty
members and administrators regarding leadership prin-
ciples and the necessary knowledge, skills, and activi-
ties required for faculty members to develop into
effective leaders for the academy and the pharmacy pro-
fession. Their leadership is vital for achieving personal
potential in teaching, patient care, and research; for ad-
vancing the mission of colleges and schools; and for
serving as role models for future pharmacists. It is not
sufficient to rely on a small, select group of “gifted”
leaders to confront the many challenges facing the acad-
emy and the pharmacy profession.' Leadership must be
developed in all faculty members, who in turn must
nurture leadership in students. The statements devel-
oped are the product of extensive debate and begin to
articulate a consensus on the importance, relevance, and
practicality of faculty leadership. The broad approach of
these statements offers many opportunities for innova-
tion in the areas of faculty development, hiring, evalu-
ation, and promotion. Additional research may include
response and comment from audiences outside of phar-
macy. In addition, examination of methods for imple-
menting the statements will be needed.
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